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Abstract
Generation Y will be expected to play the most significant role in the work place as
their careers develop and older generations retire. Much of the research carried out on
their work related values and career progression to date has relied on the viewpoints of
Generation Y as undergraduates, prior to gaining substantial experience in the work
place. This study responds to Ng and Gossett’s (2013) call for further research into the
values, attitudes and expectations of young people as they will emerge as leaders of
tomorrow.
The purpose of the study is to examine if the traditional career model is still of
relevance to Generation Y career progression, focusing on three particular aspects of
careers. The study sought to identify what elements of career success Generation Y
value, to determine if their career outlook is focused on short-term or long-term career
goals and finally to investigate if Generation Y show characteristics of modem career
models. A qualitative approach was taken in the fonn of nine semi-structured interviews
of Generation Y employees in a case study organisation.
The results of the study identified that elements of the traditional career model are still
of value to Generation Y in their career progression, most notably recognition through
pay rise or pay bonus. The study confinned that subjective career success in the shortteiTn is most important to Generation Y, however interestingly is only to form the basis
of their desire for continual success. In line with the traditional career model, long-term
career success is their ultimate goal. Their career progression is thoughtful and planned,
and Generation Y are willing to be patient for the right career progression opportunities.
Subjective factors were most prominent when considering new career opportunities.
The study provided evidence of the new career models of which Generation Y displayed
characteristics of, specifically the boundaryless and protean career models. Generation
Y are willing to consider their career progression in more than one organisation. The
type of role they undertake and subjective career success is more important than loyalty
to their employer.

Generation Y feel in control of the direction of their career and are

proactive in building their career reputation, however there remains a strong reliance on
the organisation to provide the individual with career support and development
opportunities. It is at this point violation of the psychological contract is at risk, as
unwritten expectations of support for career progression are not being met.
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Chapter 1 : Introduction

1.1.

Introduction

The evolving role of Human Resource Management (HRM) beyond satisfying the
transactional demands requires a greater understanding of an organisation’s employees.
Long-term organisational sustainability demands that knowing your employees is a
priority to ensure that the systems, policies, management strategies and work practices
best suit high productivity and high contribution levels.

To ensure Human Resource (HR) is valued as a key advisor to organisation strategy,
HR research needs to look ahead rather than analysing historical facts and continually
basing practices on what has gone before. HR practitioners need to know who are the
upcoming employees that will hold key organisation positions ten years from now, what
are their critical needs and what can the organisation do now to nurture their career
progression.

Lmployees with their skills, knowledge and engagement form the basis of the
competitive advantage of an organisation’s success (Berry, 1999; Lado and Wilson,
1994; Schuler and Jackson, 1987). Generation Y are currently the youngest generation
of employees and will remain in the workforce for a number of years with an
expectation to reach an increased retirement age and longer life expectancy. The
practice of developing an intergenerational workforce reinforces an organisation
succession planning strategy and encourages the practice of knowledge retention
(Crumpacker and Crumpacker, 2007). Gaining a better understanding on Generation Y
in the workplace is good for business now and into the future.

A report from the Organisation for Economic Co-operation and Development (OECD)
identified the issues of ageing and future talent, as drivers of the need for reform within
pubic services workforces (OECD, 2011). The OECD (2011) report calls for reform in
human resource management strategies to adapt to the needs of young talent to allow
for greater mobility, career development, variety of work experiences and work-life
balance.

1.2.

Research Question and Objectives

Following the initial consideration of the importance of Generation Y to the work force,
the researcher sought to investigate further if traditional career work practices were of
relevance to the emerging modem worker.

Thus a research question for the study

developed;
How has the traditional employee career model changedfor Generation Y employees?

Having established the research question, three key objectives were identified;
1. To identify the type of career success that is of importance to Generation Y.
2. To analyse if Generation Y will sacrifice longer term opportunities for short
term gains and benefits.
3. To determine if Generation Y show evidence of leading houndaryless and/or
protean careers.

1.3.

Background to the Study

There are several examples of career research undertaken on Generation Y which has
involved participation of Generation Y in the study as undergraduates, prior to entering
the workforce on a full time basis (Rampl, 2014; Ng and Gossett, 2013; Ng, Schweitzer
and Lyons 2010; Broadbridge, Maxwell and Ogden, 2007; Terjesen, Vinnicombe and
Freeman 2007). As a consequence, much of the knowledge on Generation Y
characteristics and work values originates from data which focused on ascertaining their
expected work views. It also omitted the views of Generation Y who did not attend third
level education. This study responds to the call of Ng and Gossett (2013) for further
research into the values, attitudes and expectations of young people as they will emerge
as leaders of tomorrow as well as the opinion of Kultalahti and Viitala (2014) that the
psychological contact of Generation Y wamants in-depth analysis of data, specifically
with the inclusion of interviews as a data research method.

Initial claims from researchers indicate that the traditional career model has been
completely transformed and the emergence of the new career models in particular to
new age employees was complete (Sullivan and Bamch, 2009; Burke and Ng, 2006).
However recent research has suggested that the move away from the traditional career

model was over exaggerated and that aspects of the traditional career model are still
valued by Generation Y employees (Lyons, Schweitzer and Ng, 2015; Inkson, Gunz,
Ganesh and Roper, 2012; King, 2003). The purpose of this research is to provide insight
into Generation Y perspectives on the traditional career model and to gain an
understanding if and how they still value the traditional career model as a framework
for their career progression.

This study aims to address the lack of insightful data on the values held by Generation
Y. The study will focus on what Generation Y value most in their work and how they
expect this to change as they look forward in terms of their career progression. This
will highlight the career elements of most importance to Generation Y employees with
regard to their career progression. Finally the study aims to explore the employee employer relationship, the dependencies that exist and the expectations of employment.

1.4.

Outline of Dissertation

The process of research as outline by Creswell, (2012: 7) includes six steps.
1. Identifying a research problem
2. Reviewing the literature
3. Specifying a purpose for research
4. Collecting data
5. Analysing and interpreting the data
6. Reporting and evaluating research
To uphold the credibility of any research, the onus is on the researcher to undertake a
methodological and planned approach to all aspect of how the research is executed. This
study contains five chapters, each with a distinct purpose to presenting an aspect of the
study.

In chapter 1 the background information of the study is introduced, outlining the
research gap, questions and significance of the research. The chapter also provides an
outline of the research study and methodology adopted.

The literature review is detailed in chapter 2 provides an opportunity to examine the
theory and research relative to Generation Y characteristics, work values and career

expectations.

It explores the most current observations on the employer-employee

relationship and why this is of particular importance to Generation Y employees. The
review also considers Generation Y within an Irish context and the significant
employment trends relative to the future career paths of Generation Y. The chapter also
provides an overview of the studies that have focused on Generation Y work related
practices.

The third chapter details the methodology used to execute the research process. This
chapter describes the research philosophy for the study which explains the subjective
interpretative approach of the researcher.

A qualitative strategy was most suited to

meeting the research objectives of the study. Nine semi-structured interviews provided
the data for the research which were carried out in a case study organisation. The data
was analysed with a thematic analysis approach and coding was applied to establish
patterns and observations. The credibility and validity of the chosen research
instruments are explained.

Limitations of the study are identified and ethical

considerations are outlined.

In chapter 4 the research findings and analysis are presented. This chapter presents the
data collected through the semi-stmctured interviews and highlights the significant
viewpoints raised by the participants. Findings are presented with support from the
participant’s viewpoints and aligned with the research objectives. The researcher then
compares and contrasts the findings with the information discovered through the
literature review. An analysis of the significance of the findings in the context of the
literature review is included.

Finally in the conclusions, chapter 5, syntheses the key study outcomes, presents an
overview model of Generation Y’s career progression expectations, outlines
recommendations from the study and presents suggestions for areas of further research.

Chapter 2 : Literature Review

2.1.

Introduction

Organisations seek to control the variables of business to influence a positive outcome
for the benefit of sustainability and success. With the emergance of HRM as a key
strategic driver in the management of employment, the reliance of contemporary HRM
strategies to enhance the contribution of employees to gain organisation competitive
advantage is ever increasing (Guest, Michie, Conway and Sheehan, 2003; Wright,
McMahan and McWilliams, 1994)

This prioritises the need of HRM practicioners to be more aware of their employees,
how they grow and develop for the betterment of themselves and ultimately the benefit
of the organsiation. Employees beginning on their work journey are entering a work
environment that has significantly evolved and become more complex in social,
economic and technological factors. This review will analyse the work practices of
importance to Generation Y and their expectations of career development. The
aforementioned factors are all significant considerations for organisations looking to
understand the newest additions to the workforce.

This review is presented in three sections. The first section identifies the generation
division that exists and examines how this divide influences employee’s values and
work practices. The second section analyses developments in the employer career
model and offers research based evidence of a possible shift in this realm. The literature
review concludes by investigating current data on Generation Y in an Irish context and
identifies significant factors that will influence Generation Y employment and trends in
the future.

2.2.

The Generation Divide

The concept of a generation divide between groups of individuals who were bom within
a range of decades is helpful to hypothesise the significant social and economical
factors that would have influenced and shaped their development.

The following

section will consider the generation divide in a work context and further detail
characteristics of Generation Y.

2.2.1 How Generations Affect The Work Environment
The common and accepted definition of a generation is a group of individuals of similar
exposure and experiences (Kertzer, 1983). There are several developments of the
definition that specify varying criteria which define generations. Kupperschmidt (2000)
specifically identifies birth years, age, location and significant life events as the
elements that must be considered. Crumpacker and Crumpacker (2007) identifed birth
rate and historical events as the two most significant elements, proffering that when the
birth rate increases and remains steady that it signifies the beginning of a new
generation. The common factors from these two perspectives are the consideration of
age and life events when defining a generation.

Parry and Urwin (2011) agree that the concept of generations has a strong basis in
sociological theory, however they call for further evidence to show that use of the
generation grouping process as being truly representative of their associated work
values. It is important to be aware that some individuals will not fit into the traits as
anticipated and some researchers caution the implementation of stereotypes (Martin and
Tulgan, 2006; Weston, 2006). It is important to be cognisant that the generation
attributes will highlight the commonalities of individuals within the group but will not
encompass all individuals that fit the criteria (Crumpacker and Crumpacker, 2007;
Kupperschmidt, 2000).

Beyond the attempts to identify the elements that define a generation, there is agreement
that a generation exhibits a collective personality (Weston, 2006; Smola and Sutton,
2002; Zemke, Raines and Filipczak, 1999) based on the similar traits and characteristics
that a generation commonly manifests in how an individual thinks, acts and what they
value (Kupperschmidt, 2000). This generation personality describes the typical
mindsets, attitudes towards authority, desired workplace environment and expectations
for success at work (Gursoy, Maier and Chi, 2008). Wong, Gardiner, Lang and Coulon
(2008:879) highlighted these unique differences when considering how an inter-

generational workforce brings a diverse spread of expectation and values from each
group of employees;
Each generation develops, specific and unique inclinations and attributes
that establish their beliefs and aspirations in regard to the workplace.
Therefore the generational divide provides a suitable approach for focusing on
Generation Y, to gain a broad perspective on their career perceptions. However, it is
important to be mindful of the limitations of applying the gemerational seperation as
outlined.

2.2.2 Defining Generation Y
Generation Y, also labelled as Gen-Y, the Net Generations, Nexters, the Digital
Generation, Echo Boomers and Millennials. Leading researchers on Generations (Howe
and Strauss 2007, 2000; Strauss and Howe, 1991) define Generation Y as individuals
who were born between 1982 and 2003.

Table 2.1 outlines the range of years as considered by researchers of Generation Y.
There is no precise date range emerging for when the generation starts and ends, the
widest age range of the generation is indicated from 1978 to 2003. This variation is
acceptable as generational changes are understood to be gradual however, the most
recent research on Generation Y appears to have developed an age range with a tighter
definition. For the purpose of this research study it is necessary to establish a set
parameter of who shall be considered within the Generation Y group. The researcher
will consider Generation Y individuals to be aged between 15-35 years, this is
supported by Weingarten (2009), Cennamo and Gardner (2008), and Zemke et al.
(1999).
table 2.1 Generation Y: Range of Years

Research
Weingarten (2009); Cennamo & Gardner (2008); Zemke et al.
(1999)
Gursoy et al. (2008)
Crumpacker and Crumpacker (2007); Crampton and Hodge (2006)
Martin and Tulgan (2006)
Martin (2005)
Lyons(2004)
Smola and Sutton (2002)
Strauss and Howe (1991)

Range of Years
1980-2000
1981-2000
1980- 1999
1978 - 1989
1978 - 1988
1980 - onwards
1979 - onwards
1982 - 2003

2.2.3 Characteristics of Generation Y
The characteristics of a generation are not solely defined by demographics. What is of
deeper relevance in a work place environment is understanding the social traits, career
expectations, values, how and why Generation Y work.

Howe and Strauss (2007)

outline seven core traits of Generation Y including that they have a sense of entitlement,
sheltered upbringings, self confidence, group orientated rather than being individualists,
respectful and unquestioning of authority, pressured to fill their day with structure and
focused on reaching high achievements.

Contrasting data was also presented on the characteristics of Generation Y which were
perceived to reflect on the negative aspect of the generation. They were found to have
high self-esteem, assertiveness, self-importance, narcissism and high expectations
(Twenge and Campbell, 2009). These findings received criticism from Trzesniewski,
Donnellan, and Robins (2008), who remarked that the Twenge and Campbell (2009)
study was based on making inferences about generational differences, sampling
limitations and interpretation of theory.

The focus of the majority of the research on Generation Y characteristics has focused on
how the generational differences should be positively approached and how they can best
be managed or exploited to enhance an organisation. There is acknowledgement that a
single strategy approach will not meet the varying values and needs of employees of all
generations (Gursoy et ah, 2008). Table 2.2 outlines the most significant characteristics
that research has identified as Generation Y commonality. Of these, high expectations
and sociable desires emerge as key identifiers for Generation Y individuals.

Table 2.2 Generation Y: Personality Characteristics

Research

Characteristics

Twenge and Campbell

High self-esteem, assertiveness, self-importance, narcissism,

(2009)

high expectations, developing personal connections

Lowe,

Levitt

and Strong sense of morality, patriotic, sociable, value home and

Wilson (2008)
Crumpacker

family
and

Crumpacker (2007)
Howe

and

Strauss

(2007)
Jenkins (2007)
Burke and Ng (2006)
Martin (2005)
Zemke et al. (1999)

Need for constant approval, emotionally needy personality
Sense of entitlement, sheltered upbringings, self confidence,
group orientated, respectful and unquestioning of authority,
require structure, high achievement goals
Adaptable to change
Globalisation, rapid technological advancement, increasing
diversity
Seek flexibility, demanding
Team work, technology savvy, multitasking capabilities,
confidence

The most recent research carried out on Generation Y in the workforce continues to
develop and deepen the knowledge on the generation characteristics. There is an everincreasing number of Generation Y commencing employment as the youngest of the
generation reach the end of second level education. Factors that have influenced the
evolution of Generation Y characteristics include the unpredictable global economy,
increased use of technology/ social media and a meaningful shift in acceptance of social
norms (Twenge, 2014). With recognition that Generation Y have their own particular
characteristics and values, it is necessary to understand how this will influence their
career path as they commence undertaking employment in the work force.

This

research study will consider how Generation Y fit within the workforce, focusing on the
origins and also recent developments of the employee career model.

In this first section an understanding of how the generation divide can influence
individuals within similar age groups has been gained. Furthermore an insight into the
personality characteristic of Generation Y has been developed.

2.3.

The Employee Career

Essentially when eonsidering an individual’s career it is in reference to their work
progression over time (Arthur, Hall and Lawrence, 1989). The following section will
outline the key elements of Generation Y’s career and investigate the concept of the
employee career and the related factors including employee expectations, career
models, career success, work related values and the employment relationship between
employee and employer.

2.3.1 Meeting Career Expectations
Different generations will place varying importance on aspects of their career according
to where they find themselves within their career and life stages. Super (1980) has
greatly influenced how career development was examined in a larger context of an
individual’s roles and life style. The research has significant relevance in establishing a
broader approach to career development by exploring life, career meaning and purpose.
The life-span, life-space approach to career development theory evolved over time
through progressive research (Super, Starishevsky, Marlin and Jordaan, 1963; Super,
1957) resulting in the life career rainbow depiction (Super, 1990). This approach
specifically addresses two dimensions of career development chronological time and
contextual space. Super (1990) used the concept of ‘roles’ to describe the many aspects
of careers throughout an individual’s lifespan and highlighted that each role has
differing levels of importance at different times. Super (1990) described four stages of
adult career development and each is associated with particular individual concerns as
follows:
1) Exploration, identifying interests and capabilities. Specifying occupational
preferences.
2) Establishment', settling down in the current career domain and establishing
security and work life balance.
3) Maintenance, consolidating the current position, updating and innovating within
the occupation.
4) Disengagement, workload reduction, changing career fields or withdrawing
from employment.
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According to Super (1990) stages, the majority of Generation Y should currently
identify as moving from exploration to establishment. Super (1980) was first to capture
the cyclical nature of career stages, which allow for re-evaluations and adjustments at
any point. This reflected the evolving career development process depending on an
individual’s circumstances allowing the cycle to be interrupted or restarted. As a result
the career stages are not limited to relate to specific ages ranges and a change in the
cycle could occur as a result of a planned or unplanned change. Findings of a study by
Hess and Jepsen (2009) suggest that there are greater similarities than differences
between the different career stages and generational groups. This indicates that
organisations may still find common ground in policies or management approaches that
can be implemented across employees despite age or generational variations.

The challenge that remains for employers is how to adapt to meet the specific
expectations of prospective and current Generation Y employee’s career development.
It is for this reason an organisation should be cognisant of their employer brand,
whereby the positive association with an employer is considered to be a good reference
for a Generation Y employee’s future career (Hubschmid, 2012) and this helps the
organisation compete in the “viw for talent" (Axelrod, Handfield-Jones and Walsh,
2001).

Work content and work culture were found to be the two key drivers for

Generation Y selecting a first-choice employer, with no support found for effects of
salary, advancement opportunities, location or organisational reputation (Rampl, 2014).
This research was carried out on University students and reflects the high importance
placed on the type of role they undertake and the work environment.

2.3.2 The New Career Models
Career researchers have proposed that due to several external influencing factors
including globalisation, technology advancements, increased work place diversity,
organisational restructuring and growth of services, the career pattern has been
remodelled (Sullivan and Baruch, 2009; Burke and Ng, 2006). The career concept
known as the traditional career originated from a\ concept developed by Hughes (1937)
as an upward progression of an employee within an organisation. This concept
encapsulates the basis for the traditional career model which assumed a linear upward
progression from job to job within a single organisation (Wilensky, 1961). The focus of

job progression and success was on improving objective career outcomes including pay,
status and responsibility (Baruch, 2004; Hall and Mirvis, 1996). The organisations role
in providing stability and Job opportunities for upward progressive steps in the
individuals’ career path was expected and both the employer and employee assumed a
long-term commitment. According to Baruch (2004) this model prevailed until the end
of the twentieth century, after which the approach to careers has been altered
significantly.

The career model has shifted to reflect the fluidity of careers, with reference to career
progress that involves broader roles and work experiences rather than a singular Job title
(Arthur et ah, 1989; Super, 1980). The emergence of non linear career models such as
the boundaryless career model (Sullivan and Arthur, 2006; Briscoe and Hall, 2006;
Arthur and Rousseau, 1996; DeFillippi and Arthur, 1994), along with the protean career
concept (Hall and Moss, 1998) has challenged traditional organisational career
arrangements to allow one of independence from the organisation with an emphasis on
employability and skills development. It should be noted that the hoiindaryless and
protean career concepts are distinct of each other but can exist simultaneously, as they
relate to different aspects of careers. Briscoe and Hall (2006) identified eight profiles
based upon combinations of the hoiindaryless and protean career orientations,
demonstrating that they can both exist concurrently in varying degrees.

Careers increasingly transcend organisations (Hall, 2002; Arthur and Rosseau, 1996).
A hoiindaryless ']oh is defined by Arthur and Rousseau (1996) as one of independence
from, rather than dependence on, traditional organisational career arrangements. This is
best explained by Terjesen, and Viola-Frey (2008: 84);
Generation Y careers may be characterized by work across a range of
organisations, leveraging external networks, or based on internal standards
for personal or family reasons. In all cases, a boundaryless career perspective
acknowledges the subjective construction of individual’s careers, in spite of
structural constraints.
This indicates the importance of networking for Generation Y employees both internally
and externally of an organisation. It is also signifies that they place most value on a
subjective aspects of their work which may be helpful to identify suitable rewards,
incentives and in developing HRM policies.
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The hoimdary’less model was further developed by Sullivan and Arthur (2006) focusing
on both the varying psychological and physical elements involved in a boundaryless
career and their interdependence, which determines the strength of the boundaryless
factor. The focus of a boundaryless career is on crossing both objective and subjective
dimensions of career.

Following a boundary less career path independent of the

organisation means that Generation Y will change Jobs especially if their talent are
underutilised (Kim, Knight, Crutisinger, 2009; Weingarten, 2009). In a longitudinal
study considering Job and organisational mobility across generations, Lyons et al.
(2015) found that this modem career trend is cross generational, however more
prevalent amongst Generation Y employees. An indication of a career shift across all
employees could suggest an inlluence at organisational level, supporting Kalleberg,
(2000) that an increased approach of non-standard work anangemcnts including selfemployment, part-time and temporary work has at least partly contributed to the
increase in career mobility amongst all workers (Lyons et al., 2015).

The protean career reflects the extent to which an individual manages their career
independent from the organisation. It focuses on achieving subjective career success
through self-directed vocational behaviours. The individual is proactive in making own
personal career choices and the search for self-fulfilment. The essence of a protean
career is that the individual detemiines the values and goals that are personally
meaningful. Individuals who hold protean attitudes are intent upon using their own
values to guide their career (Briscoe and Hall, 2006).

Table 2.3 provides an overview of Traditional versus New Career Models and the key
differentiators as outlined by Bamch (2004). To identify which career aspects are most
relative to the proposed new career models, aspects that are reflective of a boundaryless
career model include career horizon, scope of change, employer expect/ employee give,
progress criteria and success means. Aspects that reflect the protean career include
career choice made, main career responsibility lies with and training.
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1 able 2.3 Transition of Careers

Aspect
Environment characteristic
Career choice made
Main career responsibility lies
with
Career horizon (workplace)
Career horizon
Scope of change
Employer expect/ employee
give
Employer give/ employee
expect
Progress criteria
Success means
Training

Traditional deal
Stability
Once, at early age in
career
Organisation

Transformed deal
Dynamism
Series, at different age
stages
Individual

Single organisation
Long
Incremental
Loyalty and commitment

Several organisations
Short
Transformational
Long time working hours

Job Security
Advance according to
tenure
Progress on hierarchy
ladder
Formal programmes,
generalist

Investment in
employability
Advances according to
results and knowledge
Inner feeling of
achievement
On-the-job, company
specific, sometimes ad hoc
Source Baruch (2004:13)

Research on Generation Y careers in the workplace is ongoing and progressive as
researchers are given more opportunities to analyse perceptions and values of
Generation Y within the work environment. In the context of the public sector
McDonald, Brown and Bradley (2005) found that the traditional career was still the
dominant model in some organisations, with evidence of a trend towards protean
careers. The study focused on senior management roles, which would suggest that
Generation Y might not have been represented as participants. O'Shea, Monaghan and
Ritchie (2014) supports a career shift within the Irish labour market and identifies both
the protean and boundaryless career as having emerged as the dominant career
concepts.

Baruch and Rosenstein (1992) maintain that the career is the property of the individual,
however it is planned and managed to a large extent by the organisation. The focus has
shifted to the ownership of the individual of the career path with space for self-direction
and adaptation to the their own preferences.

Despite this shift to individual career

ownership, support of the organisation remains significant in providing opportunities
for growth and development (Hall and Moss, 1998). The career is the property of the
individual but a supporting role for the organisation still exists.
14

Most recent career research suggests that the psychological contract no longer involves
a lifetime commitment or assumes career advancement (Baruch, 2004). This is further
examined in section 2.3.5. The traditional notion of lifetime employment and
progression within one organisation is replaced by career flexibility and adaptability.
Career progress is not necessarily a promotion and can involve sideways or backwards
movement pending on personal preference (Dries, Pepermans and De Kerpel, 2008;
Briscoe and Hall, 2006).

Contrasting research has emerged where the findings suggest that similar career patterns
between generations remain, supporting the continuation of elements of the traditional
career model (King, 2003). There is agreement that the traditional career model has
changed, however it would suggest that the shift to new or modern careers by
Generation Y employees may be over exaggerated (Lyons et al., 2015; Dries and
Verbruggen, 2012; Inkson et al., 2012; Dries et al., 2008). Lyons et al., (2015) suggest
that organisations should focus on how to better retain and engage Generation Y in
planning career progression within the organisation. Their research indicated that
organisations should be highlighting short-tenri gains and benefits rather than long-term
career opportunities for Generation Y. According to Baruch (1999), this would see a
change in the organisational role from 'command and control' to become 'supportive
and developmental' whereby the organisation is an enabler of a successful career.
Failure to address this issue could affect retention rates within organisations as high
levels of mobility are becoming increasingly nonnal.

2.3.3 Objective and Subjective Career Success
Career success is defined as the accumulated positive work and psychological outcomes
resulting from work experience (Seibert and Kraimer, 2001).

A conceptual

breakthrough in the concept of careers stems from the research of Schein (1975, 1978)
and Driver (1979, 1980, 1982) who developed theories on how career identity is
formed, the factors that influence individual’s career decision making and the concept
of an internal career.

This was then further developed by Derr (1986) who proposed five diverse internal
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career success maps. The model focuses on career success aspirations instead of career
orientation in general which makes his approach particularly appropriate to
investigating career success aspirations. The five distinct maps are as follows;
-

Getting ahead

possibility of advancing to higher levels within the organisation

-

Getting secure - a sense of job security and organisational loyalty

-

Getting free - desire for sense of autonomy and self-direction

-

Getting high - desire for challenge and excitement

-

Getting balanced - to deal with work and personal life as equally important

Derr (1986) also proposed that alternations of the internal career may not only occur
due to factors relating to the organisation, but also from within our personal life which
can provoke a change in our lifeview.

It is assumed that career success comprises of both objective and subjective elements;
indicators of which manifest in extrinsic and intrinsic ways. Objective^ also known as
extrinsic success, can be seen and evaluated objectively by others. These tangible
outcomes are observable positions, situations and status (Arthur, Khapova, and
Wilderom, 2005). Examples of objective success are reflected through successes in
salary, status, occupation, family, and promotions. Hughes (1958, 1937) defined the
objective career as directly observable, measurable, and verifiable by an impartial third
party, while the subjective career is only experienced directly by the person engaged in
their career.

The subjective or intrinsic career relies on an individual’s assessment of their own
career, individual’s feelings of accomplishment and satisfaction with their careers (Hall,
2002; Judge, Cable, Boudreau and Bretz, 1995). Subjective career success is defined by
an individual’s own assessment of their career activities, experiences and outcomes.
Factors of a subjective nature are internal psychological factors such as level of career
satisfaction and happiness. Subjective career success is of particular relevance to
Generation Y employees (Ng and Gossett, 2013) as there has been a notable increased
value

placed on subjective career success as highlighted by Heslin, (2005:114) in

Generation Y research to date;
People conceptualise and evaluate their career success in realms (e.g., worklife balance, contribution, fulfdment) that go beyond how subjective career
success has typically been conceptualized and measured.
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Furthermore findings from a study carried out by Friedman and Greenhaus (2000)
investigating indicators of career success revealed four indicators of a subjective nature
to be most significant to all employees. These include time for self, challenge, security
and a social life that rated highest with respondents. Status was the only indicator of an
objective orientation that also rated. This study included all generations of employees
which supports the research carried out by Hess and Jepsen (2009) that there are many
common factors between generations when considering what employees value.

2.3.4 Studies of Generation Y Work Related V^alues
Generation Y displayed commonality in their expectations of what their emiployer
should value, as describe by Terjesen et al. (2007:504);
Among university students, the five most important organizational
attributes are: invest heavily in the training and development of their
employees, care about their employees as individuals, clear opportunities
for long-term career progression, variety in daily work and dynamic,
forward-looking approach in business
Data from research on the work related traits of Generation Y provides insights on
diverse perspectives and cultures, comparative and focused studies, from the
perspective of Generation Y as students, employees and in cross-generational studies.
There are similarities in Generation Y characteristics that have emerged from these
studies. Table 2.4 provides an overview of Generation Y work related values as
identified through research and analysis.
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I able 2.4 Generation Y: Work Related V alues

Research
Lyons et al.
(2015)

Kultalahti and
Viitala(2015)

Kultalahti and
Viitala (2014)
Haiyan, Sujuan
and Xingxing
(2014)
1 lubschrnid
(2012)
Tan (2012)
Kowske, Rena
and Wiley
(2010)
Ng et al.
(2010)
Terjesen and
Viola-Frey
(2008).
Lowe et al.
(2008)

Broadbridge et
al. (2007)
Crumpacker &
Crumpacker
(2007)
Sayers (2007)
Zemke et al.
(1999)

Characteristics
Career model is traditional upward mobility but at a faster pace than
previous generations. Jobs require increased rotation opportunities,
temporary secondments, shorter steps in traditional career progression.
Constant learning and development; interesting, challenging and varied
tasks; social relations, supervisor’s behaviour; reciprocal flexibility,
good work-life balance. Emphasis on developing competences and
time related issues. Less important factors include monetary issues or
long term-contracts
Desire flexibility, work-life balance, convenient social relations,
coaching based leadership, opportunity to develop. Preference for
intrinsic rather than extrinsic motivators. Most important to have
interesting, varying and flexible job, good relationship with colleagues
and supervisor.
Career management activities contributed positively to Generation Y
career expectation and Job satisfaction.
A friendly work environment, good work/life balance, respects my
individuality, good reference for future career, training and
development, challenging work, leadership opportunities, flexible
working conditions.
Desire meaningful and interesting work, financial rewards, work-life
balance.
Comparison generational study: Gen Y show high level of satisfaction
in: company and Job, job security, recognition, career development and
advancement.
Desire for career advancement. Are impatient in terms of their rate of
advancement. Seek rapid advancement and development of new skills.
Want to work with good people, desire nurturing work environment
Career opportunities, feedback, corporate culture, rich training and
development, Job rotation, perfonnance related payment, employer
branding, mentoring
Are technically literate, most educated and ethnically diverse. Believe
they can do anything. Favour inclusive management style, dislike
micromanagement and slowness, desire immediate feedback on
performance. Perform best when activities are identified and match
with challenging work.
Expectation to enjoy work. That the employer is fair. Equal
opportunities for career progression. Personal responsibility for
focusing on and driving their career success. Expectation of good pay,
training and development opportunities, supportive managers.
Group orientated, multitasking, instantaneous feedback, seek approval/
praise, work-life balance, appreciate opportunity to input. Will choose
personal life over work.
Desire to enhance professional skills to stay marketable, achieve
professional satisfaction and personal freedom.
Are optimistic and proactively planning their own careers. Display
civic duty. Desire supervision and structure, achievement, diversity.
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A communality identified by Kultalahti and Viitala (2015, 2014) was the desire for
Generation Y to engage in continuous learning and development with the aim of
increasing their skill set. This value was also identified by Hubschmid (2012), Kowske
et al. (2010), Terjesen and Viola-Frey (2008) and Broadbridge et al. (2007). Sayers
(2007) described this attribute as a desire of individuals to improve their marketability
for future job prospects. Kultalahti and Viitala (2015, 2014) and Broadbridge et al.
(2007) identified the need for Generation Y employees to build and maintain a
relationship with their supervisor as a key factor of their desired employee. Linked to
this Haiyan et al. (2014) found that Generation Y respond well to career management
activities, in line with Zemeke et al.’s (1999) finding that they desire supervision and
structure or Terjesen and Viola-Frey’s (2008) finding that Generation Y desire for
mentoring.

The desire for guidance from an experienced individual being the

predominant theme from the aforementioned values.

Terjesen and Viola-Frey (2008) and Tan (2012) identified that Generation Y seek
performance related pay and financial rewards. This appears to contradict the subjective
value findings of Kultalahti and Viitala (2015), Hubschmid (2012) and Crumpacker and
Crumpacker (2007) of desire for monetary reward, leadership opportunities and praise.
The subjective findings of these studies suggest that Generation Y would choose
intrinsic career success as described in section 2.3.3 such as good work-life balance,
challenging work, respecting individuality and opportunity to input into their role over
extrinsic success values.

Findings from studies of Generation Y can help identify practices that organisations
should implement that are of most value to Generation Y employees. Examining work
attitudes across a number of generations, findings revealed that Generation Y expressed
high levels of importance of achieving overall company and job satisfaction including
that of job security, recognition, career development and advancement (Koweske et al.,
2010). The expectations of the Generation Y generation regarding job content, training,
career development and financial rewards remain high suggesting that it is largely
embedded in their generation. This signifies to managers the importance of recognising
the preferences of early career employees during recruitment, training, career coaching,
performance reviews and goal setting (De Flauw and De Vos, 2010).
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Finally in a

generational comparison survey. Tan (2012) found that meaningful and interesting
work, financial rewards and work-life balance ranked highly for Generation Y.

2.3.5 The Employment Relationship
The employment relationship between Generation Y and their employers can be
explored through the concept of the psychological contract. The concept was first
introduced by Argyris (1960) and has more recently re-emerged and gained relevance to
the appliance of HRM through the studies of Rousseau (2001; 1995; 1989).

It is

thought that highly committed, satisfied and engaged employees will have a generally
fulfilled psychological contract with their organisation (Guest and Conway 2002).

Rousseau and Tijoriwala (1998: 679) proposed that the psychological contract is an
individual employee’s belief in mutual obligations between that person and another
party such as an employer'. Rosseau (1989) suggests that the psychological contract
focuses on the obligations perceived by individual employees, and the implications of
the fulfilment. The psychological contract seeks to go beyond the contractual
requirements of work and considers the subjective elements associated with people
management. Guest (2007, 1998) is an advocate for the existence and value of the
psychological contract, however he is critical of Rosseau (1989) as it omitted the role of
the employer in establishing the contract. Guest proposed that the psychological
contract should be a two-way exchange of reciprocal obligations for both the employee
and employer. The role of the employer should also be acknowledged and the contract
should be viewed as an exchange agreement between an individual and an employer.

The concept remains controversial for several reasons, including an understanding of
the precise meaning of the concept and its theoretical and practical utility within
organisations. Cullinane and Dundon (2006) provide a critical review of the concept
highlighting its lack of agreed expectations between parties, ambiguity of who the
parties are and the ability for the contract to be changed without agreement.

Key features of the concept outlined by Conway and Briner (2005) include that the
psychological contract is based on the following elements:
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Infer,___
-

An individual’s perceptions,

-

Implicit promises implied by the organisation or the individual,

-

Perceived agreements rather than actual agreements,

-

Reciprocity,

-

Is continually evolving as the parties interact.

Although strong psychological contracts may not always result in good performers or
happy employees, there is agreement that poor psychological contracts have a
detrimental effect on perfonnance and reflect lower levels of employee commitment
and reduced performance (Beardwell and Claydon, 2007).

Much of the research surrounding the psychological contact is concerned with the
implications of violation of the psychological contract. When a breach of the employees
obligation or expectations occur a sense of betrayal or injustice can result. There is
communality in the research on the negative impact of a violation of the psychological
contract. A violation affects various employee-employer key interaction elements
including organisation commitment (De Cuyper and De Witte, 2006, Lemire and
Rouillard, 2005), job satisfaction (De Cuyper and De Witte, 2006; Raja, Johns, and
Ntalianis, 2004), work-life balance (Sturges and Guest, 2004), job security (De Cuyper
and De Witte, 2006; Kraimer, Wayne, Liden, and Sparrowe, 2005), motivation and
performance (Lester, Tumley, Bloodgood and Bolino, 2002) and stress (Gakovic and
Tetrick, 2003). Violations can also effect an employees behavioural actions with regard
to organisational citizenship behaviour (Othman, Arshad, Hashim, and Rosmah, 2005;
Coyle-Shapiro and Kessler, 2000), employee turnover (Sturges, Conway, Guest, and
Liefooghe, 2005; Flood, Turner, Ramamoorthy and Pearson, 2001) and job performance
(Lester et al, 2002). Many of the work characteristics that Generation Y value, are
influenced by the success or violation of the psychological contract which is why it is of
heightened relevance in the context of Generation Y employees.

The importance of the psychological contract within HRM arisen from the belief that
organisation strategy and management can positively affect the employee - employer
relationship at the point of the psychological contract (Rousseau, 1995). Despite the
definitive clarity regarding the concept, it succeeds in highlighting the existence of
something more than the contractual relationship. The implicit relationship between the
parties which continues to influences expectations and obligations which thus changes
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attitudes and behaviours of employees and managers. This can be of particular use to
management when looking forward to incorporating and engaging Generation Y
employees as outlined by DelCampo, Haggerty, Haney and Knippel (2011:50);
Issues with psychological contract fulfilment, violation, and breach are all of
paramount importance with regard to Millennials entering the workforce. As
expectations shift and these individuals strive to make in-roads in the workplace,
employers must shift their portion of the psychological contract too. Managers
and employees must have a "meeting of the minds” in order to arrive at a
mutually agreed upon and acceptable set of employment guidelines.
The psychological contract is pertinent to all generations of employees, however the
increase value that Generation Y place on the subjective elements of work, such as
work-life balance and value of their work contribution, raises the importance for
organisations to acknowledge and proactively manage the psychological contract.

Having discussed the development in the career models and from the literature
identified the work related values of Generation Y, we have a clearer understanding of
how Generation Y relate to their employer. This has primarily focused on the micro
environmental issues relevant to the individual and the internal organisation. It is
therefore also important to gain a broader viewpoint of the situation. This requires
gaining knowledge of the present and future context of Generation Y within their
surrounding environment. In the final section of this review the position and future of
Generation Y within a macro context will be discussed.

2.4.

The Future Workforce

As Generations by their nature are influenced by external factors it is important to
consider Generation Y in an Irish context and consider the external factors that could
particularly influence their characteristics and work related values. The following
section will briefly look at the expectation of Generation Y into the future and current
significant trends.

2.4.1 Generation Y in The Irish Workforce
There will be an increased dependence of Generation Y to fulfil the largest number of
contributors to the workforce.

The projected breakdown is that there will be an
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increased reliance on older people over than younger people in the workforce by 2036,
as Generation Y mature to the over 50 years of age category and encompass over 30%
of the labour force (Central Statistics Office, 2013). This generational change will not
only be apparent in an Irish context with an increased dependence of 26% on
Generation Y employees predicted in the U.S. labour force by 2022 (Society of Human
Resource Management, 2014). Attracting and retaining Generation Y employees will
become more challenging in the future in an environment of high global demand.

Current data on Generation Y in the Irish workforce portrays a generation that is
deprived of opportunities to gain employment experience. Data from the Quarterly
National Household Survey indicates a decrease in participation of the workforce
among the younger age groups following the recession in 2008 and finds that the
majority of those who exited the labour force and remain in Ireland have returned to
education. Participation of Generation Y has also been affected by increasing outward
migration (Conefrey, 2011). Figures regarding youth unemployment rate in Ireland are
displaying a steadily improving trend decreasing from a height of 30.4% in 2012 to
21.1% in March 2015 (F'urostat, 2015). The comparable average unemployment rate in
the EU is 20.90% (Eurostat, 2015). However it is difficult to determine if this positive
trend is as a result of youth achieving employment as many Generation Y have returned
to education or immigrated due to lack of opportunities.

This has resulted in a

Generation that is becoming increasingly educated and globally experienced however,
they continue to encounter difficulties to achieve Job opportunities and gain the
associated work experience from which to start and progress their career in Ireland.
Sullivan and Arthur (2006) agree that the affect of the current misaligned job
opportunities do not satisfy their career expectations. Similarly an OECD (2011) report
highlights the issue of Generation Y workers increasing reliance on the private sector to
meet their individual career goals for appropriate work stating that (OECD, 2011: 184):
Jobseekers are now better educated and more demanding when it comes to job
content and work condition and opportunities - and public employees are
increasingly contemplating moving to the private sector
Boyle (2014a) reports that 16.4% of the Irish workforce are employed within the public
service. This figure is in the middle grouping of European countries. Since 2008, the
height of the number of public service employees, a 12% reduction of employees as
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well as significant budget reductions has been achieved (Boyle, 2014b). These figures
indicate that fewer new employment opportunities in the public sector have been made
available for Generation Y with a strategy of redeployment between government
departments implemented (Department of Public Expenditure and Reform, 2014).
Similarly for Generation Y workers currently employed in the public sector a survey of
Public Sector Executives noted that, of the survey sample, the number of Irish
executives surveyed under the age of 35 was notably less than EU counterparts (Boyle,
2014c). This would indicate that fewer career promotion opportunities for Generation Y
employees have occurred for them to successfully gain promotion to executive public
sector positions, curtailing opportunities for internal advancement and career
progression.

2.4.2 Generation Y in the Irish Public Sector
Discussing the impact of employee reductions in the public sector on the employee
motivation and engagement, O’Riordan (2013) proffers that the recruitment moratorium
affects the Generation Y opportunities available to enter public sector employment and
also opportunities for progression on a career path within the sector. O’Riordan (2013)
identifies four cutting edge HR practices as central themes for developing a public
sector organisation culture namely value-based leadership, person-organisation fit,
effective goal setting and job design, and lastly creating a supportive work environment.
A Human Resource system that is more flexible and responsive is required for future
proofing a public sector organisation (Higher Education Authority, 2011). Similarly to
O’Riordan (2013) the report recognises the need for consideration of a reformed system
that

includes

greater

individual

accountability,

proactive

management

of

underperformance, increased flexibility in employment contracts, performance linked
pay and transparency with levels of staffing.

The Irish Public sector national reform plan outlines that the key objective directly
related to HRM reform is to develop the capability and skills to modernise the Public
Service

(Department

of

Public

Expenditure

and

Reform,

2014).

Ireland’s

implementation of flexible working conditions has improved inclusion for a broader
scope of employees (OECD, 2011). This is reaffirmed by the study findings of Russell
and McGinnity (2011), highlighting that there has been a marked increase in the number
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of flexible work arrangements being offered and the responding uptake by employees.
Roche (2013: 216) states that the time has come to issue a blueprint for the reform of
HR management that addresses HR strategic issues stating that:
To develop a vision that addresses central issues such as the kind of
compensation and pay-fixing practices to be developed, the career systems that
should underpin public senhce employment, the discretion to be allowed to
agencies to engage in modern HR management, the role of outsourcing, the
reform of conflict management and resolution.
Emerging career models contradict the traditional public sector employee lifecycle, at
the core of which was to prioritise the need of the general public rather than their own
values while undertaking a commitment to long-temi employment.

2.5.

Conceptual Framework

Considering the factors that have been discussed in the literature, a conceptual
framework outlines the most significant elements and provides an overview of the
relationship between them (Miles and Huberman, 1994). The value of the framework is
that it forces the researcher to focus on the key points emerging from research, identifies
which relationships are most meaningful and indicates the information which should be
collected during the research process.

Figure 2.1 provides an overview of the Who, What, Where, When and Why relationship
of Generation Y and career progression. The characteristics of Generation Y highlights
a group of individuals that have a desire for opportunities of growth, in their career and
also personally (Kultalahti and Viitala, 2014; Hubschmid, 2012; Kowske et al., 2010).
What also characterises them is their desire for a work-life balance and flexibility in
their work role (Kultalahti and Viitala, 2015; Hubschmid, 2012; Tan, 2012). These two
factors in particular influence how individuals from Generation Y approach their work
careers, job roles and their perception of career success. Through these factors the Who
and the Why of the research study are identified.

Considering What is career success for Generation Y, research has found that they are
seeking broader roles and work experience through job rotation (Terjesen and ViolaFrey, 2008) or varying and flexible jobs (Kultalahti and Viitala, 2014). Furthermore as
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discussed, increasing their employability or marketability (Sayers, 2007) and rapid
development of skills (Ng et al., 2010) is also of value to this generation.

To identify Where Generation Y seek career success, it must be considered do they
prioritise values that are extrinsic or intrinsic. Conflicting findings of research exists
that would suggest that the subjective career success values as identified by Kultalahti
and Viitala (2015, 2014), Hubschmid (2012) and Crumpacker and Crumpacker (2007)
warrant further consideration.

Following consideration of the research. When Generation Y seek career success is
identified by Ng et al. (2010), Lyons et al. (2015) and Twenge and Campbell (2009)
who describe a generation that are impatient for success. This appears to contradict the
observations that Generation Y are well considered in the type of roles they undertake
(Tan, 2012) and selective of their employer brand (Hubschmid, 2012).

Figure 2.1 Conceptual Framework
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2.6.

Conclusion

The purpose of the literature review was to provide an insight into the current
observations, research findings and phenomena related to Generation Y and their
careers.

In this study the researcher assessed the suitability of the generational cohort as a
parameter to isolate a likeminded body of employees for consideration in this research
study.

Furthermore the review proceeded to address the phenomena of a changing

career model, to which conflicting findings from research are unable to detennine the
extent of the change. The most recent findings have suggested that the change from a
traditional career model has been over exaggerated. However there is agreement that
there is evidence of more recent career models such as hoimdaryless and protean
careers emerging.

The review identified the differences between subjective and objective career success
factors and a number of findings from studies outlining Generation Y work related
values were summarised in Table 2.4. The heightened importance of the psychological
contract in the Generation Y employee-employer relationship was detailed and the risk
factors associated with its violation were outlined.

Finally to provide context within which the Generation Y individuals now find
themselves looking to gain employment and experience, the key aspects of the
Generation Y employment trends and macro-environment factors were detailed.
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Chapter 3 : Methodology

3.1.

Introduction

The literature review established the research topic and determined the scope of
research process. Further consideration was required to determine the process by which
the research project would be carried out.

The following chapter outlines the philosophical approach of the researcher when
undertaking the research process and identifies the key research question and research
objectives that were addressed. Based on determining these, a suitable research strategy
was chosen and Justification provided for the sampling and data collection strategy
implemented. A number of options and approaches were considered at each point when
choosing the most appropriate methodology.

Ethical considerations as well as the

limitations of the research are also outlined and consideration is provided to the
credibility and validity of the research.

3.2.

Research Philosophy

Determining the research philosophy that underpins the research process provides an
understanding of the approach and worldview beliefs of the researcher. A research
paradigm is a philosophical framework that prescribes the worldview assumptions of
the research and frames the way in which the researcher is approaching their pursuit of
knowledge (Collins and Flussey, 2009).

Two perspectives on the study of human behaviour, objectivism and subjectivism have
been descried as the extremities of a continuous line of paradigms that exist
simultaneously (Collins and Hussey, 2009). Researchers adopting an objectivist
approach to the social work treat it as if it were an external to the individual, an
objective reality. A subjective approach to the social world is viewed as being much
more personal and values the experience of individuals in the creation of the social
world (Cohen, Manion and Morrison, 2011). Burrell and Morgan (1979) identified four
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sets of assumptions underpinning social sciences, see Figure 3.1 which summarises
these assumptions along a subjective/objective dimension.

Figure 3.1 The Subjective - Objective Dimension

The subjectivist approach to
social science
Nominalism

The objectivist approach to
social science
Ontology

Realism

Anti-positivism

Epistemology

Positivism

Voluntarism

Human nature

Determinism

Ideographic

Methodology

Nomothetic
Source; Burrell and Morgan (1979)

The first assumption of an ontological kind addresses the core principle of
understanding the research topic. The question asked is if the social reality is external
to individuals or is it created by one’s own mind? The second assumption epistemology
concerns the very bases of the knowledge, how it is acquired and communicated (Cohen
et al., 2011). For the researcher to view that knowledge is hard, objective and tangible
will require them to discover knowledge through observation or measurement and
intangible elements are meaningless.

The researcher is independent of this being

researched (Collins and Hussey, 2009). To see knowledge as personal, subjective and
unique requires the researcher to become involved with their subjects and acquire
knowledge through the subjective viewpoint of their experience. This allows the
researcher to understand and explain a problem in a contextual setting (Cohen et al.,
2011). The third assumption, human nature, concerns the relationship between human
beings and their environment.

Determinism identifies humans as products of the

environment, voluntarism identifies humans as producing their own environment
(Burrell and Morgan, 1979). The final assumption, methodology, determines the
process of research. An objectivist approach suggests that the researcher will
deductively gather and analyse data. The research is context free and the focus is on
predicting, explaining and understanding the knowledge to produce results that are
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accurate and reliable through validity and reliability (Collins and Hussey, 2009). A
subjectivist approach allows the researcher to inductively comprehend the knowledge
which is knowingly shaped by its context (Collins and Hussey, 2009).

Through consideration of the framework as proposed by BuiTell and Morgan (1979), the
researcher was able to identify as having a subjectivist approach.

Furthermore the

researcher can identify with the interpretivism paradigm, which is underpinned by the
belief that social reality is highly subjective as it is shaped by our perceptions. The
interpretivism paradigm developed as a critique of positivism in the social sciences and
its central endeavour is to understand the subjective work of human experience (Cohen
et al., 2011). In further determining the approach with which best to acquire knowledge,
it was essential to encompass the core ethos and values of the interpretivism paradigm.

3.3.

Research Question and Objectives

The literature review highlighted the need to further investigate the employee
experience of current Generation Y employees. Previous research carried out on
Generation Y focused on the issue of attracting and retaining the generation to
employment and organisations (Ng and Gossett, 2013; Hubschmid, 2012; Ng et al.
2010; Lowe et al., 2008; Terjesen et al., 2007) and many studies undertook cross
generational perspectives (Lyons et al., 2015; Tan, 2012; Parry and Urwin, 2011;
Weingarten, 2009; Dries et al., 2008; Gursoy et al., 2008; Trzesniewski et al., 2008;
Crumpacker and Crumpacker, 2007; Smola and Sutton, 2002; Zemke et al., 2000). An
employee’s career expectations and progression is a key interaction point in the
employer - employee relationship contributing to the psychological contract. Analysis
of the literature suggested a change in the career model to non-traditional forms of
hoimdary’less and protean for cun'ent employees (Drie and Verbruggen, 2012; Briscoe
and Hall, 2006; Baruch, 2004; Hall, 2002; DeFillippi and Arthur, 1994; Arthur and
Rousseau, 1996) however there is a suggestion that the degree of change has been
exaggerated and overestimated (Lyons et al. 2015; Inkson, et al. 2012; King, 2003).

The purpose of this research responds to the call of Ng and Gossett’s (2013) and
DelCampo et al. (2011) for continued research and analysis of Generation Y values,
attitudes and expectations as they develop through the career phases (Super, 1990). The
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goal of this research is to further develop an understanding of the career progress
expectations of Generation Y employees. Thus the research question proposed was:

Research Question;

How has the traditional employee career model changed for
Generation Y employees?

Having established the research question three key research objectives were identified.
The research objectives ensure specific aspects of the research topic are addressed in the
research process.

Achieving the objectives will provide an overall understanding

towards addressing the research question.
1. To identify the type of career success that is of importance to Generation Y.
2. To analyse if Generation Y will sacrifice longer tenn opportunities for short
term gains and benefits.
3. To determine if Generation Y show evidence of leading hoimdaryless and/or
protean careers.

3.4.

Research Strategy

There are three main methods for the collection of data for the research process and
these include quantitative, qualitative or mixed methods.

Quantitative research is best used for research questions that are specific, narrow and
measurable (Creswell, 2012) and was therefore an unsuitable method for this research
study. A mixed method approach requires an extended research timeframe to execute
correctly. This is to ensure the data collection methods complement rather than
duplicate each other (Creswell, 2012). As a result of the time constraint it was deemed
unsuitable for this particular research study.

Qualitative research is concerned with understanding behaviours. Data generated is
thought to be rich, holistic and meaningful and may be interpreted subjectively. The
focus of qualitative research is on the process that is undertaken and the meaning of the
data gathered and therefore has the strong potential for revealing complex vivid data
from a real context (Miles and Huberman, 1994). The qualitative strategy is applied to
explore perceptions and the larger meaning of the findings. Open ended emerging data
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is collected and the approach to analysis is inductive and establishes patterns or themes
(Creswell, 2012). There are five steps involved in undertaking a qualitative strategy
including determining the participants to study, obtaining any permissions needed from
individuals and/or organisations, consider the types of information to collect and
required varied sources, locating and selecting research instruments to use and finally to
administer the data collection process (Creswell, 2012).

Continuing to support the philosophy of the research, a qualitative strategy was chosen
as the best-fit strategy to achieve the research objectives due to its potential to best
enhance the outcome of the research. The literature review provided direction and
Justification that further research was warranted within this subject area and exposed a
lack of rich in-dept information from the perspective of Generation Y on their views of
the traditional career model. Table 3.1 provides a brief overview of research papers
undertaken which sought to develop further insight into aspects of Generation Y
careers.

From the seven studies listed just two implemented a qualitative research

method. This highlights the lack of qualitative research carried out which would gain a
more subjective understanding of Generation Y viewpoints.
I able 3.1 Research Papers on Generation V and Careers

Qualitative study, resume info and semi structured interviews,
to examine career mobility patterns

Lyons et al. (2015)
Kultalahti
(2015)

and

Viitala Qualitative study, empathy-based stories, seek more
understanding of elements important to psychological contracts
of working Gen Y.

Haiyan et al. (2014)

Quantitative study, survey, to explore the influence of career
expectations on job satisfaction

Ng and Gossett (2013)

Quantitative study, survey, how Generation Y make career
choices.

Ng et al. (2010)

Quantitative study, survey, career expectations and priorities of
Generation Y, exploring the differences among related
demographic factors and academic performance

Dries et al. (2008)

Quantitative study, survey, to examine whether four difference
generations hold different beliefs about career

Broadbridge et al. (2007)

Quantitative study, survey, Gen Y perceptions of retail
employment
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3.5.

Research Design

An Interpret!vism philosophical approach gave the researcher scope to fulfil the
research question and objectives. This philosophy gains an understanding and insight
into the experiences of an individual’s world in the context of which they live and work.
The goal of the research is to depend on the perceptions of the participants on their
views of the subject area (Creswell, 2012). The data that is collected is subjective by
both the participant in their understanding of a question, and also by the researcher in
the interpretation and analysis of what is said. The researcher’s role is to make sense of
the meaning others have about the world. The interpretivism paradigm allows the
researcher to approach the research process in a manner that would give the best
opportunity to gain a subjective insight of the participant’s views of the research topic
i.e. the traditional career model. To ensure the research objectives are met, the opinions
of the participants were critical to achieve a perspective that would further guide the
research process.

The nature of the research design was an exploratory study. This allowed flexibility and
adaptability within the research process for questions to discover and gain insights of
Generation Y employees. It is important when carrying out an exploratory study that
the researcher maintains an open outlook as to where the data could lead. A broad focus
was undertaken when commencing data collection, narrowing as the research
progressed. Considered research designs included action research, narrative research,
grounded theory, ethnography and case study research (Saunders, Lewis and Thornhill,
2012).

The case study data collection design denotes research on a system bounded in space
and time and embedded in a particular physical and socio-cultural context (Silverman,
2011). It is a useful strategy to explore a topic within its context and provides an
opportunity to gain a deeper rich understanding. It is most often used in explanatory and
exploratory research. According to Yin (2009) the design is based upon two
dimensions, single or multiple cases and holistic or embedded cases. A single case may
be selected where it provides the researcher an opportunity to observe a phenomenon in
a critical, unique or typical case. A multiple case study approach is suitable to
demonstrate replication of results in a varied context. The second dimension holistic or
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embedded refers to the unit of analysis. A holistic approach includes a sample selection
of participants from all of an organisation(s) within the case study research.

In an

embedded case study a particular unit or workgroups of the organisation are selected
within a single or between multiple organisations (Saunders et al., 2012).

This research project will undertake a single case study with a holistic approach. This
design was chosen to allow the research to focus on the research subject within a typical
work environment. By selecting a single organisation that the researcher was currently
employed in, reduced the prominence of issues such as accessibility and organisation
knowledge for the research process. The researcher adhered by key principles to
enhance the data collection process and ease of data analysis outlined by Yin (2009),
which include that data collected is organised and documented diligently.

3.6.

Data Collection

The purpose of the study was to collect primary data generated by this research project
participants through the qualitative research process. This provided an opportunity to
attain rich data with insights from participants into organisational specific issues.
Collins and Hussey (2009) identify features of the data collection practices that are
common in the interpretivism philosophical approach. These include the use of a small
sample size, have a natural location, produce subjective qualitative data and produce
finding with high validity. A strength of the case study design as identified by Nisbet
and Watt (1984) is that case study data is frequently written in everyday language and
therefore easily understood by a wide audience.

3.6.1 Sampling
Considering the advise of Creswell (2012) to follow the five step process for qualitative
research the participants for the study were first determined. Having selected a single
case study holistic research design, the potential sample was reduced to current
employees of the organisation. It was important that the opinions gained through the
qualitative strategy were that of the Generation Y participants, therefore only employees
aged between 15-35 years old were considered. The researcher initially attempted to
source a list of employees from the organisation that satisfied the participant
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requirements, however this was not forthcoming.

This excluded the possibility of

implementing a probability sampling method so closer consideration was given to non
probability sample methods. A mixture of convenience and purposive sampling was
used to select the sample for the research study. Convenience sampling was
implemented to select the nearest individuals that were available and accessible as the
participants until the sample size was achieved. Purposive sampling was also
implemented to ensure participants within the required age range were chosen but also
to ensure a gender and diverse role employment type were included as participants.

3.6.2 Data Collection
It was important to consider all types of qualitative data collection to ensure that the
research question and objectives were best addressed. The main categories of qualitative
data collection are observation, interviews and questionnaires, archival records,
documents and audiovisual materials (Creswell, 2012; Yin 2009).

Interviews were chosen as the best instrument through which participant’s personal
views could be recorded and best incorporated into the research presentation. Yin
(2009, 2003) describes the interview as one of the most important sources of case study
information.

Interviews can be categorised as structured, semi structured or unstructured. A semistructured interview was chosen as best fit for this research project as it provided
ilexibility to gain or probe for insightful information from participants in an open but
focused way. It ensured the relevant topics for the research question and objectives were
addressed but in an exploratory way that allowed participants to share their opinions and
have them reflected directly in the research results (Saunders et al., 2012). Semistructured interviews are best used when the researcher only gets one chance to
interview a participant as the focus of the interview is directed to discussing the topics
relevant to the research subject (Bernard, 1988). Interviews are often used in case
studies whereby the focus is on a specific person, situation or institution (Kvale, 2007)
and thus suited the nature of the single case study.
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To ensure all aspects of the interview were considered in advance, the researcher took
the advice of Kvale (2007: 81) who proposed a list of ten criteria of a successful
interviewer which included:
-

Knowledgeable of the topic of the interview.

-

Considered structuring of the interview.

-

Clear simple short questions.

-

Gentle in questioning and allowing the interv'iewee space to think.

-

Sensitive to the interviewee and empathetic.

-

Open to the responses.

-

Steering the course of the interview.

-

Critical of inconsistencies and prepared to test reliability and validity.

-

Remembering responses to link with what has previously been said.

-

Interpreting statement to ensure clarity without imposing meaning on them.

Particular reflection on the type and fonn of interview questions was carried out.
Saunders et al. (2012) highlight that the focus should prevail on reducing the scope for
bias during the interview and increase the reliability of the infonnation collected.
Rasterby-Smith, Thorpe and Jackson (2008) advised that the use of open questions
helps avoid bias and can be followed by a suitably worded probing question.
Theoretical concepts or jargon were avoided unless completely necessary and questions
were expressed in the everyday language of the interviewee, on the advice of EasterbySmith et al. (2008).

An interview guide detailed the course of the interview and ensured the same basic lines
of inquiry were pursued with each participant (Patton, 2002), see appendix A. The
interviewer used judgement as to how closely to keep to the guide and reacted calmly in
real time to unexpected but relevant direction changes initiated by the interviewee
(Kvale, 2007). Reflection is a significant technique to assist in encouraging clarity of
the interviewee and encourages active listening. Rogers (1951) advised the technique in
situations when more detail or additional insight was required from the interviewee.
The researcher addressed this by rephrasing what the interviewee had said and relayed
back this understanding to the client.
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When formulating the interview questions the researcher considered the following types
of interview questions; open, closed, multiple, probing, hypothetical, comparison and
reflection (Collis and Hussey, 2009).

The question types identified as being most

suitable were open, probing and hypothetical. Truly open-ended questions allowed the
participant to take whatever direction and use whatever words they want to express their
opinions and viewpoints (Patton, 2002). The researcher used probing questions when
further clarification or detail was required from a participant response. Hypothetical
questions were used to ascertain the participant’s viewpoints on possible career
situations that would allow for broader feedback from the participant beyond the
research objectives that may have been of value to them.

To gain a structured insight into the career aspirations of the participants, one of the
interview questions incorporated Derr (1986) career success map as the basis for the
question content. To ensure clarity of understanding and to allow the participant an
opportunity to consider the five elements as proposed by Derr (1986), the question the
participants were provided with one sheet of an adapted list of the five elements, see
Table 3.2. The purpose of this was to allow the participants to express their viewpoint
on their internal success aspirations.

table 3.2 Derr (1986), Career Success Maps

Derr, 1986

Shown to participants for purpose of research study

Getting ahead

ADVANCEMENT - within your own profession and organisation

Getting secure

SECURITY - job security and secure within organisation

Getting free

FREEDOM - autonomy and establish own work environment

Getting high

CHALLENGE - exciting and creative work

Getting balanced

BALANCE - work-life balance, equal value for non-work interests

Two pilot interviews were carried out and the data collected was provisionally analysed
with initial coding. The interview guide and questions were adjusted to ensure the best
approach was achieved for future interviews which required minimal changes after the
pilot interviews were carried out, see appendix B. Table 3.3 provides an overview of the
nine participants that took part in the research study. The interviewee details were
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documented at the start of each interview through responses from the participants. Each
participant was assigned a pseudonym under which all information was detailed. All
other individual information such as gender, age, job role etc is a true reflection of the
participant.

I able 3.3 List of Participants and Attributes

Age

Employment

Years

organisation

Pseudonym

Gender

range

Job Role

Status

Ailbhe
Brid
Colin
Dcirdrc
Eve
Frank
Garry
Hugh
Isabel

F
F
M
F
F
M
M
M
F

30-35
25-29
30-35
25-29
30-35
30-35
25-29
30-35
30-35

Technician
Administration
Technician
Administration
Administration
Lecturer
Administration
Management
Administration

Permanent
Permanent
Permanent
Permanent
Contract
Contract
Contract
Permanent
Permanent

with

10

4
5

4
3.5
3
1.5
1.5
5

3.6.3 Procedure
A request was sent to the Ethical Board of the organisation for permission to carry out
the qualitative research within the organisation.

As the chosen organisation is an

educational institution, previous researchers carrying out primary research within the
organisation set precedence. No issues or concerns were raised from the request and
permission was granted. To reassure the participants that data shared as part of the
research project would remain confidential, an individual letter of consent, was
circulated to the participant in advance of the data collection, see appendix C. The
consent letter outlined the nature of the research, that full confidentiality would be
maintained, that anonymity of comments would be enforced in the reporting of the data
and also that at any time the participant could withdraw from the study without
consequence. This insured that all participants had agreed consent to partaking in the
research.

3.7.

Data Analysis

It was necessary to decide a strategy for data analysis prior to data collection to ensure it
was recorded in a structured and efficient manner. Thematic analysis was identified as
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the best approach suited to this research study. The approach is described as ‘‘searching
across a data set to find repeated patterns of meaning' (Braun and Clarke, 2006:86).
This allowed the researcher to minimally organise and develop a deeper understanding
of the content through developing common themes.

Braun and Clarke (2006) propose an analysis process to determine the themes of
qualitative data. The six phase procedure involves the researcher getting familiar with
the data, generating initial codes, collating codes into potential themes, reviewing
themes, defining and naming themes and finally producing the report linking the
analysis to the initial research question and literature.

Each of the semi-structured interviews was audio recorded and fully transcribed post
interview. A considerable amount of time was initially spent on analysing and
familiarising with the data. After gaining a broad understanding of the data, Braun and
Clarke (2006) advise to undertake an initial coding process which orders and sorts the
data. Miles and Mubemian (1994) describe this as the process of data reduction to
sharpen, focus and reorganise the data. This involved line-by-line analysis of the
interview transcripts and assigning a code, which is reflective of the nature and content
of the participant’s discussion. At this point a non-quantifying method of analyses was
used to interpret the qualitative data. As suggested by Kvale (2007), through coding
and categorising it was possible to identify recurring themes from the data collected. A
structure in the data was developed and thus the researcher was in a position to review
the data to develop a deeper comprehension of what the participants were expressing.

Eighty-five codes in total were applied by the researcher in analysing the nine semi
structured interviews. For the purpose of analysis and discussion of key findings the
codes were categorised into thematic categories to link broad discussion points, see
Appendix D. This allowed the researcher to present the most commonly discussed and
significant themes as indicated by the participants of the study.

3.8.

Ethical Considerations

Applying a single case study design raises concern about the correct use of the
researcher applying systematic procedures or holding a biased view, which could
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influence the direction of the findings and conclusions. Research carried out on the
effectiveness of the single case study design is limited (Yin, 2009, 2003). This results in
the reputation of the case study as a collection tool compared to the structure and
validity that an experimental or survey methods provides is not as impeccable. In
support of the use of case study design, Nisbet and Watt (1984) identified the strong
link to reality and the potential to capture unique features as factors which the case
study design provides better than other approaches.

Bias can also be problematic when using the convenience sampling technique as
respondents are most likely to identify other potential respondents that are similar to
themselves, resulting in a sample of similar characteristics (Lee, 1993). However,
familiarity of the researcher with the participants may have given them a sense of
comfort when discussing issues of personal goals.

There was an obligation by the researcher to ensure the viewpoints of the participants
was maintained when analysing the research data. This was of particular relevance as
the researcher also fitted the sample criteria. It was important to ensure that the
subjective opinions of the participants on the subject matter were presented in the
research findings and not those of the researcher.

3.9.

Limitations

The study was carried out in a single organisation which holds its own cultural and
social characteristics that will in turn influence the employee’s perceptions. It is not
possible to confirm if a common theme that may arise from the research can be
attributed to the participants as a consequence of their immersion within this unique
environment. However, containing the study to a single organisation provided an
environment that was common to all of the participants. This reduces the ambiguity of
unintentional factors causing variation or diversity within the findings.

All of the

participants are within the same environmental context and subject to similar
organisational influences.
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3.10. Credibility and Validity
The essence of reliability is that the research process and methods are consist and
trustworthy.

It is concerned with precision and accuracy. The term ‘reliability’ is

regarded by some researcher as being too laden with positivist intentions. Lincoln and
Cuba (1985) prefer to replace ‘reliability’ with ‘credibility’ specifically for qualitative
research projects. To improve credibility the researcher developed a systematic
approach in preparing for and carrying out the data collection process. Implementing a
semi-structured interview process ensured that all participants were confronted with a
similar line and topic of discussion.

There were some credibility issues of concern that were proactively managed during
data collection. As the researcher was also employed by the case study organisation
there was an increased risk that the participants may have felt uneasy being interviewed
by a colleague, and thus withholding viewpoints that they may have felt were
controversial.

No direct conflict of interest was evident however several steps to

improve the credibility were undertaken. This involved stressing to each participant that
the researcher valued their right of confidence, that pseudonyms would be assigned to
ensure anonymity and each of the participants received a copy of the consent form
timely prior to the interview. This ensured they had ample opportunity to review and
withdraw their participation without consequence.

It is imperative to ensure validity to achieve effective research. Validity in qualitative
research holds several principles as proposed by Lincoln and Cuba (1985). Some of
these principles include ensuring that data is context bounded and that the researcher is
part of the research world. Furthermore it is important that the researcher is the key
instrument of research, that data is analysed inductively and that the process of catching
the meaning and intention of the data is essential.

Yin (2009), proposed that case study design may use multiple sources of evidence. Due
to time and skill constraints it was not possible for the researcher to extend beyond the
single method approach. To counteract this, great rigour was used through the research
process to ensure the single source implemented was chosen for the correct reasons and
carried out to achieve a high standard of participant feedback that reflected their views.
It is through this approach that the strength of the validity of the research was achieved.
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Chapter 4 : Findings and Analysis

4.1.

Introduction

In this chapter the findings from the research are presented. The study aims to address
the research question of how the traditional employee career model has changed for
Generation Y employees. By focusing on meeting the research objectives, insights on
key elements of Generation Y viewpoints on career success, career opportunities and
how they perceive their career pathway were gained. Direct quotations from the
participants are presented to provide insight on their viewpoints of their career
progression and success. Data gathered from the study was analysed and discussed indepth, adding to the previous literature on Generation Y views on the traditional career
model.

A total of nine semi-structured interviews were carried out in a single case site. The
sample selection was carried out through convenience and purposive sampling. This
ensured that participants from a diverse gender, contract and role type within the
organisation were included in the study.

Each of the participants was assigned a

pseudonym for the purpose of the study to maintain their anonymity, however their
personal attributes recorded such as gender, age range, role type, contract status and
duration of employment with the organisation are authentic.

4.2.

The Case Study Organisation

Cork Institute of Technology (CIT) was established in 1974 and is one of the largest
Institutes of Technology in Ireland. For 2012/2013' the total number of employees was
1,468. Permanent staff account for 79% of the total number employed, temporary staff
21%. The division of staffing reflects the primary function of the organisation as
classroom teaching, with staff breakdown of Academic and Research 66%, Support Staff
33% and Management 1% (Cork Institute of Technology, 2014). The organisation
represents a typical public service body that is obliged to take direction on human
resource strategies and policy implementation from the Government led by the

2013/2014 figures have not been published
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Department of Edueation. Leadership, management and administration of CIT
employees is carried out at an organisational level which would allow for
implementation of local retention initiatives. Amalgamations of regional clusters of 3'^‘^
level public sector education organisations are currently in process in line with the
National Strategy for Higher Education (Higher Education Authority, 2013). The
organisation is in the process of merging with Institute of Technology Tralee to become
Munster Technological University. The college is in the final stages of the merging
process with the official timescale for commencement set for 2016. The organisation is
expected to undergo a significant branding and systems change in the near future which
may have implications on future Generation Y employment relationships in the
organisation.

4.3.

Indicators of Career Success

This section reveals the participants self-assessment of their career progression to date
and the specific elements they felt were successful. This provided an indication of what
achievements Generation Y value in their career progression. Analysis of the data from
the interviews has helped in determining the perceived elements of job roles that the
participants consider to be of significance to their success to date and into the future.

The most common factor discussed by the participants was the desire to be faced with a
challenge within their role. According to Friedman and Greenhaus (2000), ‘challenge in
their role’ is one of the four indicators of career success among all generations of
employees, however it was the only indicator that Generation Y participants from this
study had in common with Friendman and Greenhaus (2000) indicators. Kultalahti and
Viitala (2015) and Hubschmid (2012) also identified challenge as a work related value
of importance to Generation Y. The participant’s viewpoint on having a challenging
role was perceived as having a better type of Job and this was evident in the viewpoint
of a participant on her career progress;
The work is more challenging here. Using your brain as such and everyday
is different, you feel that you ’re going somewhere (Deirdre, Administration).
To overcome a challenge brought a sense of success to the participants and to be
confronted with a challenge was seen as an opportunity to develop themselves within
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their career. The following quotations typify the sentiments of the interviewees and the
significance of having a challenging job as an indicator of their success;
That [gaining varied experience] was a very beneficial side to my job that /
was able to learn from and challenge myself (Isabel, Administration),
It would have been a good job to get, as it was straight in at the deep end I
didn 7 have to do an assistants role. I had to learn the ropes quickly (Frank,
Lecturer),
Early in my career I was lecturing at a high level. It was hugely daunting
and I put a huge amount of effort into it and somehow survived it (Hugh,
Management).
What these participants have in common is the positive responses of having challenge
within their role, it is perceived as providing a “learning opportunity” (Isabel,
Administration), for self-development rather than a burden to their role.

In agreement with Ng & Gossett (2013) and Heslin (2005) with regard to an increased
importance of Generation Y on subjective career success, this study found four
significant subjective trends expressed by the participants.

The first of these is the

importance of Generation Y to carry out work that is valued by others as an indicator of
achieving success;
People thought I was a good worker and worthwhile to keep on as well ...
my Job and the work that I was doing was worthwhile and it was valued
(Brid, Administration),
Everyone recognises that you can offer something to the company for the
work and experience that you have (Garry, Administration).
This factor is linked with the desire of the participants to receive recognition from the
customers, line manager and their peers. Five of the participants expressed positive
opinions on performance review systems or meetings which they viewed as an
opportunity to receive feedback on their performance and to set goals for their future
role;
People seem to respond well to what I do and how I do it so I get the
feedback (Hugh, Management),
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There isn’t really a review process here so it can be hard to determine
whether you are hitting targets or that the work that people are doing is
being appreciated (Frank, Lecturer).
It was important for the participants to receive acknowledgement that others appreciate
their work and to be given an opportunity to receive feedback both within the structure
of the organisation and informally from peers.

A second strong intrinsic success indicator, which emerged from the study, suggested
that the participants did not desire external recognition for carrying out their job and it
was a sense of pride in their work that motivated them to succeed.

Baruch (2004)

suggested that the inner feeling of achievement was an indicator of the transformed
career model in contrast to the traditional career model which sought progress on the
hierarchy ladder;

/ was proud that I submitted a paper to a conference ... / achieved
something I didn 7 think / could achieve (Colin, Technician),
Admitting that you made a mistake, trying to find a way around it and
learning from it, coming out the other end and having a good end project. /
am proud of that (Isabel, Administration),
Job satisfaction - knowing that I did a job well. I wouldn 7 like to see a job
done poorly (Eve, Administration),
/ am happy once I feel 1 am doing the best job / can do that suits me fine
(Ailbhe, Administration).
The participants here display independence from the organisation by gaining a sense of
success in meeting their own standards for completing their role. There was a strong
sense of the desire to achieve pride in their own work. Building a reputation or personal
profile was the ultimate goal “you create a brand image of yourself as an employee”
(Ailbhe, Administration).

The success or failure of their work was a representation of

them for future career opportunities.

Furthermore a third subjective success indicator of career success for the participants
was to be given the opportunity to build on their individual’s career skill set or gain
experience;
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I would say it is successful in terms of the level of experience I have had.
Very very rich ... and you couldn’t get better experience or better people
(Frank, Lecturer),
I say it has all been successful as I am constantly gaining new skills all the
time (Colin, Technician).
This supports Arthur et al (1989) and Super’s (1980) theory that modem career progress
involves broader roles and work experience rather than a singular job title. Lyons et al.
(2015) and Terjesen and Viola-Frey (2008) identified job rotation as a tool that
Generation Y value to gain a varied experience.

A notable finding from this research

study was that the opportunity to a build skill set was particularly valued by participants
who were within a role for a longer period of time;
1 found myself in the role for over nine years. That was an un.successfiil part
of it [stagnant career progress]. However every day of the job was changing,
the course I was working on, student numbers were getting bigger, facilities
I was working with was growing. Everything was moving on and
progressing (Ailbhe, Administration),
/ am happy to take that at the moment and get the experience and then build
up my CV and my required skills and then afterward focus on the salary
(Garry, Administration),
During my time I was offered some hours lecturing in an undergraduate
course ... that was beneficial to me and allowed me to consider if I would
like to go down the road of teaching (Isabel, Administration).
It can be deduced from this that their understanding of progress need not involve
hierarchical advancement within the organisation. The opportunity to broaden their
experience and skill set is valued by the participants for their career progress in spite of
stagnation within their role. This has further implications in career progress by giving
the first indication that Generation Y can be satisfied with a diverse career experience
rather than gaining objective career status success.
The final subjective career success factor to emerge from the study was the feeling of
being happy about the role or enjoyment of their work. The expectation to enjoy work
was identified by Broadbridge et al. (2007). The concept that a happier person is better,
more productive and balanced was evident from the responses;
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Ifyou are respected where you work and you know that you are appreciated
by your peers, I think you will he a much happier person and you will work
that bit harder (Brid, Administration),
Ifyou get happy in your work placement and what you are doing in life the
salary and everything else will fit in afterwards (Garry, Administration).
In this research study the feeling of being happy about undertaking enjoyable work is of
significant bearing on the participants outlook on advancement and progression;
I would much rather have a job that I like doing and that I don 7 mind
going into every day than having a job where you have more career
progression or more payment (Ailbhe Administration),
You don 7 want to leave when you like a job so much and you really
enjoy it (Deirdre, Administration),
I don 7 think I would go away from here for a lower wage or different
job that I don 7 like. It would have to he something that I would like
(Isabel, Administration).
The subjective success factor of happiness and enjoyment appears to have a considerable
bearing on the participants seeing themselves in other job roles or organisations.

The most common negative aspect of career success in the participants experience to
date was a sense of having limited, restricted or unequal opportunities in advancement
from their past or current job roles.

This highlights that Generation Y still desire

objective success factors which contradicts findings from Rampl (2014) that Generation
Y do not value advancement opportunities when choosing an employer. From this study
it was indicated that limited opportunities in advancement would hinder the individual’s
development or chance of achieving career success;
There were elements where, because of the type of role I was in, I couldn’t
apply for jobs that I would have been qualified for or suitable for if I was an
external candidate. I was limited by the current position I was in (Ailbhe,
Administration),
I prefer to move up the ladder but it’s not possible here (Deirdre,
Administration),
Unless somebody leaves the company there isn 7 an opportunity to gain
promotion like there is in large multi-national organisations (Frank,
Lecturer),
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Inside here it is who you know and who you are in the good hooks with
(Garry, Administration).
Broadbridge et al. (2007) highlighted that Generation Y expect equal opportunities for
career progression. The sense of restriction within a role conveyed the frustration of the
participants throughout their discussion on career progress; '’'"when there is no room for
progression it is very frustrating'" (Deirdre, Administration). The majority of participants
indicated this at various points during the interview, portraying a sense of individuals
who were enthusiastic and motivated to succeed, however the organisation was not
forthcoming in providing opportunities to acknowledge their efforts. Emotive responses
similar to this highlight an area where the psychological contract (Rosseau, 1989), may
be at risk of violation. A non-contractual expectation is evident in the responses for the
organisation to provide progression opportunities for the participants, which is not being
met.

Objective career success was also evident in the participant’s responses surrounding the
recognition of success and their definition of recognition. It provided differing
viewpoints. However the majority of participants felt more often that recognition of their
success would best be met with a pay rise rather than anecdotal thanks or appreciation;
/ think by getting a pay rise you are getting recognition. You can he praised
all you want all day long hut until you get it in your pay check / don 7 think
it’s the same thing (Eve, Administration).
This supports King’s (2003) theory that Generation Y still value core elements of the
traditional career model such as recognition through pay rise and that the new career
model shift may be over exaggerated as suggested by Lyons et al. (2015) and Dries and
Verbruggen (2012). While the importance of peer recognition and appreciation was not
dismissed, it was felt that recognition was most valued when it meant achieving a pay
rise;
The pay I am on at the moment now isn 7 what 1 would he looking for, hut
they say once you acquire that 3-5 years experience that is when you reap
the benefits ... Initially it’s a pay rise and then it’s for your peers around you
and your bosses to recognise that you are doing good work (Garry,
Administrator).
Receiving subjective recognition was appreciated in the shorter term and was perceived
by the participants as acknowledgement that their work was valued and of standard.
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However, in the longer term achieving subjective recognition is viewed as a milestone
towards ultimately receiving recognition in their pay;
Recognition in the hope that it would lead to a pay rise (Ailbhe,
Administration),
The pay rise is great hut I prefer to he recognised and to move up the ladder
(Deirdre, Administration).
In summary, the success indicator that the participants felt was most important in their
progress to date included the desire to be faced with a challenge within their role.
Subjective career success factors were prominent in discussions and four were
identified from the responses of the participants that provided examples of how
Generation Y place value on subjective career success. It also demonstrated how
subjective success is entwined within the daily actions of their work roles. Limiting
advancement opportunities for the participants caused them to be dissatisfied with their
own career development. Finally objective career success is still valued by Generation
Y, particularly when it comes to the organisation manifesting recognition of the
individual’s contribution through pay rise.

4.4.

Types of Career Success

In this section the participants were asked to identify the type of factors which
influenced career success from a list of five chief factors as defined by Derr (1986).
Table 4.1 lists the responses three most valued successes as identified by each
participant. They are listed in order of how the participant identified them. The most
important three were identified specifically by the participants or interpreted by the
researcher from the discussion.
table 4.1 Participants Responses to Identify Career Success Factors

Name
Ailbhe
Brid
Colm
Deirdre
Eve
Frank
Gerry
Hugh
Isabel

Career success
Freedom, Security, Challenge
Security, Advancement, Challenge
Balance, Freedom, Security
Advancement, Challenge, Freedom
Balance, Security, Advancement
Balance, Freedom, Challenge
Balance, Challenge, Advancement
Advancement, Security, Challenge
Challenge, Balance, Freedom
49

Emerging from the data ‘challenge’ aspect of career success was most frequently
mentioned by the participants. Tan (2012) outlined that Generation Y desire for
‘meaningful and interesting work’, which could suggest a challenging work
environment as many of the participants felt that to have a challenging role contributed
to this;
The challenge is here in what I do most days and why I really enjoy the job
so much (Deirdre, Administration),
/ like to he challenged and have creative aspects, I find that if you’re not
being challenge then there is something missing (Garry, Administration),
Challenge, creative exciting work, there has to he an element of challenge in
a job. You have to he excited by the work you have to he able to wake up in
the morning and want to go to work (Frank, Lecturer),
It would he always important that I am challenging myself and I have the
freedom within my work environment (Isabel, Administration).
The sentiment of the participants was that they were “lucky” to have a challenging role
as it enhanced their enjoyment of work. It is also perceived as an indicator of career
success, to have scope within your role to be able to challenge yourself. Interestingly
each of the remaining success factors advancement, security, freedom and balance were
mentioned equally in the participants top three factors identified. However, the findings
support Koweske et al.’s (2010) viewpoint that Generation Y have high levels of desire
for career advancement and job security. Both these factors were valued by participants
in discussion throughout the interview as a whole. It was the subjective element of job
security that one participant described as “to have a job” (Ailbhe, Administration), as
being important. Career advancement and security influence the participants overall
recognition of their work and sense of belonging to the organisation as expressed by one
participant;
Not even being a staff member was probably a huge thing for me, whereas
now to he seen as a staff member and all of that is a huge indicator to me
[feeling valued by organisation] (Brid, Administrator).
Analysing the data according to the participant’s personal attributes, the employees on
contract employment types identified balance as the most important career success
factor with a strong sense that “work should not consume your life” (Garry,
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Administrator), and negatively impact on personal lives. Advancement and challenge
were also identified by contract employees as the other important success factors;
Balance is something that has been very important to me. I do work hard
when I work but / do need and take time off as I have a lot of interests
outside of work (Frank, Lecturer).
Participants on permanent employment types identified challenge as their most
important success factor. In contrast to the contract employees they value freedom and
security as other most important success factors.
The security that would he most important to me. For the last three and a
half years I was in a situation where / was on contract. I never knew how
stable the job was (Brid, Administration),
The security is very important - to know that you will have a wage coming in
every week. Security within the organisation not so much, it would be more
job security, to have a job (Ailbhe, Administration),
,Job security - / think that’s why I’m in the public seiwice to he quiet honest
with you. I do think it’s had a big bearing on the career decision / have
made (Hugh, Management).
This provides an interesting insight into the perception of employees who have achieved
security within their career. They continue to value security as a success factor but seek
freedom to develop within a secure environment and be challenged by the role. For
participants on contracts, that haven’t achieved security within their role, balancing their
work and personal lives is more important. This suggests that not all Generation Y
require job security as a comer stone of their career success with the youngest of the
contract employees not referring or discussing the issue of security at all within the
course of the interview. In general these findings align with Super’s (1990) life career
rainbow career stages, with individuals aged 24-44 years in the establishment stage
seeking security and work life balance, settling down in the career domain.

Analysing the participants responses by age, the three participants aged 25-29 identified
advancement and challenge strongly as their two most important career success factors.
This presents a description of individuals that have high expectations, as identified by
Twenge and Campbell (2009) as a characteristic of Generation Y.
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Advancement would he another important one for me and knowing that there
is opportunity for it (Brid, Administration),
The advancement and the challenge. The challenge is here in what I do most
days and why / really enjoy the job so much. The advancement side, I would
love to move up here, it is what I would value the most (Deirdre,
Administration),
/ always even throughout my masters my bosses would have been conscious
/ was doing a masters and trying to work but I would always have tried to
take on extra responsibility (Garry, Administration).
The desires expressed by the participants for career advancement supports Ng et
al. (2010) and Kowske et al. (2010) suggestion that Generation Y desire for career
advancement and furthermore, as proposed by Lyons et al (2015) that they desire
traditional upward mobility. The remaining participants aged 30-35 were evenly
divided between freedom, security, balance and challenge. Interestingly what was
one of the most important factors for the 25-29 age group, was least important for
the participants aged 30-35. Advancement was identified as their least important
career success factor;
Advancement, I would leave out. It’s definitely the balance and freedom
(Colin, Technician),
Advancement is probably something that isn’t hugely high on my agenda, it
not a lack of ambition as I am working. I feel I am a valued member of the
team and enjoy doing what I am doing. I will continue to improve it at this
level. I don’t see myself as one of these people who seeks advancement for
the sake of advancement (Frank, Lecturer),
Job security as you get older becomes more important. Advancement within
my own profession and organisation wouldn 7 he as important to me as the
other things (Isabel, Administration).
This would suggest that within the Generation there is a sub-divide according to life
stages of the individuals. The younger group are still attempting to establish themselves
and their position within the organisation whereas the older Generation Y individuals
have reverted their focus to maintaining their current role and focusing their energies on
other factors. The segregation of priorities was also reflected in the participant’s
aspiration for the future. Participants in the 30-35 age range identified autonomy and
happiness within their role as being most important. Neither of these factors registered
with the participants in the 25-29 age range. Howe & Strauss (2007) proposed that a

52

structured environment was best suited to meet the needs of Generation Y, however
evidence from this research study would suggest that an environment whereby the
individuals are empowered with autonomy and ability to create their own work
environment are preferential particularly for older Generation Y employees;
/ still have the same autonomy to just get the work done ...creating my own
work environment sort of doing my own hours once I cover the 39 during the
week (Ailbhe, Administration),
Freedom is one of the things that I loved about lecturing and even what I
love about what I am doing now is that you have a certain amount of
autonomy yourself... / don 't take advantage of it as much as I could but that
feeling of having it is actually important ... 1 am happy to be doing this for
the moment and expect to he happy doing it for a w'hile (Hugh,
Management),
You have to have a Job that you are happy with and you believe you are
given the freedom to work within that area (Isabel, Administration).
There was a continued desire specific to the 25-29 age group to undertake challenging
work into the future. Participant responses from this age range were also more likely to
mention personal issues in their responses when considering the factors of importance to
their future career success;
As / get a bit older and as I am going more towards advancement and
challenge that balance might take a hit of a hit ... I would always like to
think / will always try to make time for the person inside my life (Garry,
Administration),
/ would image if I have children down the line I would prefer the work life
balance. Fd still regardless even if I did need extra time for my work/life
balance I still wouldn 7 want it to stop me moving up. That would still he
more important over my work/life balance (Deirdre, Administration).
Considering personal issues as part of career progress would suggest that the individuals
are taking into consideration their need to achieve a work/life balance rather than
viewing them as separate aspects of their life. This concurs with evidence from studies
by Kultalahti & Viitala (2014), Hubschmid (2012) and Crumpacker and Crumpacker
(2007) that work-live balance is valued by Generation Y.

Considering future career success overall the participants highlighted that having the
opportunity to advance was important to them. Kowske et al. (2010) identified the
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desire for career development and advancement as a Generation Y work related value.
While this may seem to contradict the previously mentioned aspirations of the older
Generation Y to develop freedom within their current role, it can also be deduced that
Generation Y value roles that provide career opportunities should they wish to advance
in the future. This outlines a group of individuals who are keeping their career options
open and indicates the importance of providing a transparent career pathway through
which employees can see career progression should they choose to prioritise career
advancement in the long term;
Into the future job progression is important to me and given the option to
progress. Whether you want to take that option or not hut at least there
would he a job that you could apply for to progress (Eve, Administration),
At the same time I do want to he able to progress career wise. I am happy to
he doing this for the moment and expect to he happy doing it for a while ...
certainly I am thinking what is the next step and what things do I need to do
now so in 4 or 5 years that if I do hate this that I have options (Hugh,
Management).
Linked to advancement opportunities is the desire to avoid being limited in
advancement opportunities. Ng et al. (2010) describe Generation Y as being impatient
in terms of their rate of advancement and the responses to this study indicated that the
individuals were concerned about the limited opportunities with little future progression
foreseeable within the organisation;
I’m looking to advance myself whether I’ll he still here in 3-5 years is
something to he seen hut it all depends on the kind of position that are
available in the organisation (Garry, Administration),
/ know that if I want to progress there is very little to progress to here ... /
am the only one in the organisation who does my job so there isn ’t a
progression channel (Eve, Administration),
In terms of roles being offered I have been here 3 years and there hasn ’t
been an opening for a permanent position in my department. From that
point of view it is hard to advance and that would make it difficult to show
what you have accomplished in the time that you have been here (Frank,
Lecturer).
In total four participants responded that they were likely to leave the organisation due to
the lack of a career path for their progression within their current organisation. This
again points to the un-contractual expectation of the participants to receive career
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progression support from the organisation.

There is a lack of awareness by the

organisation that failing to address this is creating the ideal context for violation of the
psychological contract (Rosseau, 1989). On average the participants have been with the
organisation for three years in the same role. Although this would contradict Ng et al.
(2010) theory of impatience it may be skewed by the external economic factors as one
participant described the public sector as the “safe haven” (Eve, Administration) which
may have encouraged employees to stay on longer in a position than they would have if
job opportunities outside the organisation were more frequently available.

In summary, challenge was identified by the majority of the participants as being an
important career success factor. There was a sense from analysing the inter\dews in
totality that security and career advancement were also noted as strong factors of
importance. The participants expressed attributes that match the establishment stage of
Super’s (1990) life career rainbow career stage, settling down in their current career
domain and establishing security and work life balance.

Evidence from the findings

would suggest that the majority of participants are seeking advancement opportunities
within their roles however a subdivide in Generation Y is evident between individuals
aged between 25-29 and 30-35. A lack of the desire for advancement in the older group
relative to the younger Generation Y was evident. Being restricted or limited with
advancement opportunities has caused frustration with the majority of the participants
and is creating a situation whereby the psychological contract is at risk of violation.
Further evidence of the sub-divide was evident when considering that autonomy and
happiness featured in responses from participants 30-35 years but not from the 25-29
year age group who are primarily driven by the need for challenge and advancement. A
structured environment would not suit the older Generation Y employees and freedom to
input and create their own roles is preferable.

The participants did not display

characteristics of being impatient in waiting for opportunities although the majority are
willing to leave the organisation failing to see clear progression opportunities in their
current organisation.

4.5.

Long Term and Short Term View of Careers

In this section participants were asked to consider if they would sacrifice long-term
success for shorter-term gains and benefits.
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The questions included a hypothetical

situation of being offered a job opportunity that is not currently on their desired career
path.

The strongest sentiment to emerge from the data of the study in this section was the
desire to succeed in the short term to which seven of the participants indicated that
success now was important to their career. This would support Lyons et al. (2015)
suggestion that Generation Y desire shorter steps in a traditional career progression;
Success now' and it has just happened and I just recently got a promotion,
more secure with better conditions for the future (Ailbhe, Administration).
Linked to this in the discussion was the desire for continuous success. The most
prominent viewpoint was that success now would ultimately contribute to their longerterm success. Baruch (2004) proposed that the career horizon of the transformational
career model is short term and the traditional career model is long term. However in
contrast, the participants in this study continue to consider the long-term success when
considering opportunities and progression;
To me the measure for success is today. Did I do a good job, did I learn
something new or did I make a difference. Definitely it is a short-term
outlook hut I extend this into the long term. I would like to he continually
successjul into the future (Isabel, Administration),
It is important to me to he successful now if you don 7 work at it now you
won’t he able for it when the opportunity presents itself in the future. / don’t
see them as being two separate items (Frank, Lecturer).
What is interesting in these responses is that although the measure for success appears
to be extremely short term on a day-to-day basis, the longer-term success achievement
remains present. The participant Isabel proposes that if I can achieve today, then I
should be able to replicate that everyday in the long term. This calls into question
RampTs (2014) findings that Generation Y are willing to sacrifice longer-term benefit
for short-term gain. Similarly the three participants on contract employment all decreed
that continuous success is a key element of their future career views;
What you do now and what you are successful now in will impact success in
the future. I like to try build on success now and then take it up to the future
and then advance from that (Garry, Administration),
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/ would like to be continually progressing throughout my career. Now and in
a few years time I would hope that there will be several progressions (Eve,
Administration).
This would support Kultalahti and Viitala’s (2015) opinion that Generation Y desire
constant learning and development. While the researcher would agree with Lyons et al.
(2015) regarding the need to highlight short term successes; viewpoints from this study
would suggest that it is also important to continue to highlight the ultimate long term
success goal that the short term successes are progressing towards. Significantly the
participants in this study professed that they are willing to be patient to wait for the right
kind of success in the longer tenn;
I would wait for progression on my current path. I do think there were job
opportunities that came up ... / held out saying no. In the long run and in my
past experience it is better to stay on my current path (Ailbhe,
Administration),
I am happy to stay where I am even if it means / am here for 3 or 4 years to
get the experience that I need. Then when that is satisfied / am experienced
my goal is to go onto another company and get a management position
(Garry, Administration).
The participant’s responses show that Generation Y are carefully considering their
career pathway options and that there is a process of reasoning about how or why they
make particular career choices. This further disproves Ng et al. (2010) proposition that
Generation Y are impatient in their career success. The following participant responses
show they weight up the pros and cons of opportunities and consider which is most
beneficial to their career in the long term;
Ami building my skill set more, am I progressing to another level? If it is the
case yes, then I probably would take it [a progression opportunity outside the
organisation] so it would be a balancing off the trade off between building
my skill set here and maybe in another field of work (Colin, Technician),
The wider variety of experience I can gain now might lead onto something
down the line that I can diversify into (Brid, Administration).
When investigating if either short or long term success and progress was more
important to employees on permanent employment contracts, the desire to succeed now
and their willingness to take opportunities outside their career paths was expressed by
most of the participants. This highlights individuals that are not willing to take their
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position within an organisation for granted and are driving to achieve further career
success. This supports Lyons et al. (2015) proposed Generation Y characteristics that
individuals are seeking increased rotation opportunities. The following quotes from a
multiple participants captures this viewpoint;
Success now would be more important. My priorities may change further
down the line and my career may not he as important, success now will
benefit me more (Brid, Administration),
Job rotation might give people the opportunity to gain experience and if
there is a progression opportunity there are more people that had that
experience to go into that role (Deirdre, Administration),
/ think / would take it, if it was a job I wanted but may not have considered
it but it’s a good opportunity ... Sometimes you end up doing things that
aren 7 always your specific area (Isabel, Administration).
The participants also discussed situations which would indicate that setting career goals
were of importance to them. De llauw & De Vos, (2010) outlined goal setting as an
important practice for managers to undertake when dealing with Generation Y
employees. Effective goal setting was identified by O’Riordan (2013) as one of four HR
practices that should be implemented to influence public sector organisation culture;
Type of goals I’d like to achieve ... I’m looking at my strategic plan, five
year plan and I am always constantly building on my career set (Colin,
Technician),
I can 7 just go day to day I always think about where I want to be in six
months time, one year time, for short term. The main goal is where I see
myself in five or ten years time (Garry, Administration).
In summary, the participants voiced strongly that success now and continuous success
would be of value to them in their career progress. Ultimately they maintain a focus on
the importance of building towards long term success and evidence of the traditional
career model remains as the participants considered their longer term goals and success
plans. There was evidence that Generation Y would not just take any opportunity to gain
success in the short term but are willing to be patient to wait for the right opportunity.
The participants that had achieved security within their Job employment types still desire
success in the short term and are willing to take other opportunities that are beneficial to
their career development.
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4.6.

Role of the Organisation in the Individual’s Career Progress

This section presents the opinions of the participants with regard to the continuation of
their individual career within the current organisation. The participants also expressed
their thoughts on changing career paths.

When questioned if it mattered if their career would continue within the current
organisation, all of the participants expressed that they would be happy or would like
for their career to continue in the current organisation. However, six of the participants
expressed that they would consider leaving the organisation for career progression.
This aligns with Hall (2002) and Arthur and Rousseau (1996) who defined the
houndaryless career as one that displays independence from, rather than dependence on
the organisation with an emphasis on employability and skills development. Evidence
of this concept was apparent in the following quotations from this research study;
/ like the working environment hut if it’s not possible here one would be
forced to move (Eve, Administration),
/ would like to see it progress here hut / don 7 see it progressing any further
than where / am at the moment. It would he another organisation I would
see myselfprogressing in (Garry, Administration),
[fit’s the right opportunity / am willing to divert. Even though I would have
been uncertain about making the move as / still like what I’m doing here ...
hut I’m not afraid of being uncomfortable (Hugh, Management).

These quotations capture the independence of the individuals from the organisation for
career opportunities and growth. They are open to opportunities of development in
other organisations and are accepting of the fact that their needs may not be met should
they remain. Kowske et al. (2010) and Crumpacker and Crumpacker (2007) identified
the Generation Y characteristic for career development and advancement. The evidence
from this research study suggests that Generation Y prioritises the desire for career
development and advancement over loyalty to the organisation.

The following

quotations illustrate the sentiments of the participants with regard to the importance of
the job role rather than the organisation;
/ would progress here or with another organisation. That wouldn't he a
major issue for me. It would be more about the job ... if there was an
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opportunity for advancement that came up outside the organisation I would
definitely consider it (Brid, Administration),
To take another role outside the institute would he really attractive for me
to consider it (Colin, Lecturer),
That’s not to say that it wouldn V turn me off going to another organisation
if an opportunity arose ... / don’t think I would go away from here for a
lower wage or different job that I don 7 like. It would have to he something
that I would like (Isabel, Administration),
It would want to he an amazing opportunity for me to look at it. It would
need to he noticeably better and I would need to he confident moving into it
(Hugh, Management).
It is evident from these responses that the participant’s needs are being met in their
current roles as they are hesitant to suggest that they would like to leave the
organisation. However, it is clear that they are open to considering opportunities outside
the organisation should their needs or desire for a better role become stronger. There is
a sense that if their job needs are not being met, the majority of the participants would
look for opportunities outside their current organisation.

Just half of the overall participants are planning to stay within their current career or
career subject areas. Super (1980) proposed the career stages as being cyclical which
allow for re-evaluation at any point as part of an evolving career process. The
Generation Y participants of this research study had a preference to continue along their
current career path rather than diversifying from it significantly;
It will stay within the area. There might he opportunities for slight change
hut not radical changes. It would still have to stay within the same type of
industry (Ailbhe, Administration),
The sector doesn 7 bother me, if it's retail, finance, education as long as the
position is there that I actually would enjoy ... I definitely don’t want to
leave the current area I am in (Garry, Administration),
I really like being involved in it and Td like to stay working. Changing to a
significantly different career path I would worry if I had the right
qualifications or capabilities (Brid, Administration),
/ would stay within my area in some form ... I am skilled now in one
particular area, for me to go off now to apply for another Job would he
completely pointless (Eve, Administration).
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While the hoimdaryless career concept was evident in the participant’s willingness to
leave their current organisation, these responses show that there remains a limit to the
scope of career change they are willing to undertake. This supports the concept of Hall
(2002) and Arthur and Rosseau (1996) that the career transcend organisation however it
suggests that a structured career pathway is still of importance to Generation Y
employees to maintain a pathway of progression within a particular career field.
Considering the data according to employment type, four of the six permanent
employees would leave their current organisation for a progression or good opportunity.
Kalleberg (2000) proposed that non standard work arrangement have partly contributed
to the increase in career mobility amongst all workers however findings from this study
would suggest that employees on standard work arrangements are as likely to consider
changing employer as supported by the following quotations;
/ would have no particular discomfort in pursuing a career path in a
different direction. / would very' much of the mentality that doing one thing
for life is like a weight around your neck to he honest (Hugh, Management),
/ think it's good to think that you could change jobs ... PVe are changing all
the time so it would he nice to think you could he in a different role in the
future. To avoid getting tunnel vision (Isabel, Administration).
This type of employee was much more likely to be open to career change and
mentioned subjective career factors when expressing their viewpoint on the importance
of enjoying their work, being challenged and achieving happiness within their work
role. Only one participant expressed the objective goal of advancement as their reason
for considering opportunities outside the organisation;
You have to challenge yourself If challenge is important to me than I think
yes, if a job arose that was very different yet related in some way to my
area then the challenge of it would he enough for me to consider it (Isabel,
Administration),
Not entirely sure what I will he doing and I could still be doing it if I am
happy ... If I still am here in 15 years time hut I am happy, that is ultimately
the most important thing whether you are happy in the role or not (Hugh,
Management).
In summary, the participants are happy to continue working within the current
organisation but would consider opportunities of career progression in other
organisations. The boundaryless career model was evident from participant’s responses
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and they would consider taking an opportunity in another organisation primarily if it
furthered their career development and aided career growth. The participant’s main
focus was ensuring that their job role was satisfying their needs over loyalty to remain
with the organisation. When considering opportunities with another organisation,
subjective elements of job roles were more important to the participants over objective
elements such as higher pay or advancement of status. The participants would prefer to
stay within their current career area and pathway. Interestingly having achieved career
security within the organisation, the majority of permanent staff participants would still
consider taking an opportunity outside the organisation and they focused on the
subjective elements that an opportunity out side the organisation may offer them.

4.7.

Control of Careers

In this section the participants were asked to consider if they felt in control of their
career pathway and also to determine if they are being proactive in looking to develop
their career. Two elements of career progression that arose from the discussion were
the career direction and career opportunities.

The majority of the participants, with the exception of one, expressed that they are in
control of their career direction. This concurs with the principal of a protean career as
outlined by Briscoe and Hall (2006) as that of an individual who is proactive in making
own personal career choices. The protean career is reflected by the extent to which an
individual manages their career independent from the organisation. This was evident in
this research study as illustrated by the following quotations;
/ have become much more independent in terms of opportunities. Building
up my own skill set as well. It is more or less myself that I would rely on for
opportunities (Colin, Technician),
I know that 1 am the one in control so if I wanted to change it is down to me
(Deirdre, Administration),
No I am in control. I could go whenever I want and I think I could. I am
sort of sitting it out I think. It is important for me to maintain that control,
that I could leave or progress (Eve, Administration).
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The majority of the participants also expressed that while they felt in control of their
career direction, they were still dependant on career opportunities to be provided by the
organisation;
The direction / am relatively in control of, the opportunities is something
that the organisation need to provide (Frank, Lecturer),
I do but sometimes you might feel that the opportunities aren’t there and
you may need to work harder to create them (Isabel, Administration),
/ am waiting for opportunities to come up within the organisation (Deirdre,
Administration),
There is control hut there isn’t really. You are dependant on how things
pan out organisation structure wise ... 1 am in control myselj hut not
necessarily of the situation. I am comfortable in the sense that there is likely
to he opportunities (Hugh, Management).
From this it can be deduced the reason why such negativity and frustration is felt by the
participants when they feel restricted or limited in opportunities. While the individual
has achieved a sense of control in managing their career, an over reliance on the
organisation to provide career opportunities creates a mismatch. The individual’s need is
not being fulfilled by the organisation and resentment towards the origination is likely.
This increases the risk of a violation of the psychological contract as proposed by
Rosseau (1989), whereby there is an expectation of the employee to receive guidance
and opportunities from the organisation to support their career progression. Perhaps this
provides support for the criticism of Guest (2007, 1998) whereby the active role of the
organisation in establishing and managing the psychological contract needs to be
considered further;
Sometimes the organisation should take more of a role in encouraging and
leading ... If they can lead you or guide you in that direction than yes you
need to go do that course or that professional development (Isabel,
Administration),
The opportunity to actually apply for a full time role hasn’t occurred in 3
years, I don 7 have a contract. Year on year it is still very much part time
causal work so the opportunities aren 7 presented very often by the
organisation (Frank, Lecturer).
Evidence of this dependence on the organisation to provide opportunity would support
Baruch’s (1999) proposition that the organisation’s role has developed as the enabler of a
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successful career rather than command and control of individuals.

Linked to this,

participants currently on contract employment types articulated their view that current
opportunities within the organisation are limited. This would substantiate claims by Kim
et al. (2009) and Weingarten (2009) that in keeping with the hoimdaryless career
concept. Generation Y will change jobs if their talents are underutilised;
I don 7 see anything with the organisation here as in being 1 think I am
doing what I can at the moment hut I don 7 think there is any advancement
beyond where / am (Garry, Administration).
Furthermore there was strong agreement from the participants that the organisation
should be more invested in the interests of the employees.

The participants also

discussed their desire for the organisation to be supportive of them as an individual.
Both of these aspects can be considered as elements of the psychological contract as
proposed by Rosseau (1989). This aligns with Baruch (2004) investment in
employability concept as outlined in his overview of the transfonned career model. This
aspect covers what the employer gives and employee expects, whereby the employer is
aiding to build the skill set and adaptability of the employee for mutual benefit;
/ think there is an old school civil servant approach that you are in a role
for 20 years and that is it ... it's wrong to just focus in on your role and
think that you are going to he in that years and years (Brid,
Administration),
Whereas in industry you see a more interactive involvement from HR in
terms of who people are, where they are going in their career paths and
reviews (Frank, Lecturer),
That person [line manager] has kept an eye out for me and told me that if it
is a thing that I want, he obviously understands my vision and where I want
to go and he recognises that ifyou want to do that leaving here is probably
the best. I do appreciate that feedback (Garry, Administration).
From these responses the participants expressed their desire for the organisation to take
an interest in the career wellbeing of employees. A proactive role in doing what is best
for the individual with regard to career progression advice. There was particular mention
for a notable lack of this career support for the lower level administration employees;
/ don 7 think for the lower level administration there is much
encouragement to move onwards. There are a lot of older employees here
at the moment and they are happy to stay within their roles. There are a lot
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more young generation people starting in and who want to move up
(Deirdre, Administration),
At higher levels yes they are giving a lot of support to people to move onto
the next rung of the ladder hut / think down at the lower end the
opportunities aren’t there (Ailbhe, Administration).
Worryingly for the organisation this was part of a sense of disconnect expressed by the
participants, which would indicate an aspect of the psychological contract which is at
risk of violation;
The relationship with HR office is limited to your yearly contract, questions
you might have about pension or issues with your wages (Isabel,
Administration),
/ think you have to work too hard to get anything, jump through so many
hoops and loops and fill in so many forms to get people to get hack to you
for anything (Ailbhe, Administration),
/ have never met anyone from HR here in CIT except for my interx’iew day.
I don't see HR as bring credibly connected with the staff in CIT (Frank,
Lecturer).
However, overall the majority of responses from the participants acknowledged their
current work environment as being supportive and the majority of the participants
continue to seek further development. These desires support Terjesen et al.’s (2007)
finding that identifies important organisational attributes for Generation Y as investment
in training and development of their employees and the need to care about their
employees as individuals. The following quotations are examples of this;
/ would be encouraged to build up my skill set and I have done that over the
past nine years through staff development or through my own development
... Keep doing the small little things and eventually there will be a big
career success to come out of it (Ailbhe, Administration),
Yes I am currently studying and that is broadening my skills and I am
trying to get more into the management areas. I am getting a lot of
experience doing the assignments and gaining confidence (Deirdre,
Administration),
Currently I am undertaking further education to build my personal profile
hut to get a better job down the line (Garry, Administration).
This is further evidence of the participants seeking to continually build their personal
profile or reputation with the long-term goal of career success in mind. Responses from
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the participants highlighted the importance of the line manager - employee relationship
as being a key interaction point for the future development and managing the current
Generation Y employees. Considering the findings of Haiyan et al. (2014) that
management activities can positively influence Generation Y work practices, the
importance of this relationship is further augmented;
A supportive work environment, a consulting culture and involving your
employees in decision-making. If you are in a department that your
manager consults you and your colleagues and that decision about your
work role are lead by your ideas (Isabel, Administration),
Change needs to be made in overall policy for line management to have the
freedom. And to spot when an employee is doing their best and when they
have brought something to the organisation. There is no discretion there at
all to encourage a staff member (Eve, Administration),
Supportive of you as an individual, of work you do and of your
circumstances ... Managers have a big role to play in this (Isabel,
Administration),
/ think its is essential for a line manager to understand me (Frank,
Lecturer).
There is a sense that the participants see the manager’s role as obliged to be the key
liaison point between them as an individual and the organisation. They expect their line
manager to proactively manage the mutual expectations in the employer-employee
relationship. In defence of the organisation some of the participants alluded to external
factors outside the organisation control that were influencing the ability of the
organisation to best manage Generation Y employees.

This was considered when

looking to the future for implementing best practise for attracting and retaining
Generation Y employees;
Looking around the number offellow Generation Y employees is very very
low ... The environment and recruitment embargo of young people has
affected the balance. I would be worried down the line with retirements
what is going to happen for people to be in roles for a few years before they
can progress (Brid, Administration),
Probably the org could do a lot more hut / don 7 know if that is down to
restraints if they don 7 have the strength to pull, (Garry, Administration),
The organisation can 7 do anything, even if they wanted to progress you
they can 7 because you have unions involved. In the private sector there is
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much more scope to be involved in that with an employee (Eve,
Administration).
This supports the call from the Higher Education Authority (2011) that a human resource
system that is more flexible and responsive is required for future proofing a public sector
organisation, as described in the following quotations from the participants who see it as
an area that needs to be addressed;
Yes I would see it as an areas that needs to he vastly improved. Coming
from an industry' background the mind boggles sometimes as to a lack of
investment in employees ... Line Management don’t necessarily get to make
rules or have control in the recruitment process. I don 7 know if this is an
issue specific to public sector or just this organisation (Frank, Lecturer),
Because of the economic crisis over the past 5 years there wasn't much
difficult in retaining employees. Moving forward in the future with the
economy improving 1 would say there may he a challenge faced with
industry calling the brightest from the academic world {Co\m, Technician),
The participants went on to identify wider macro environment issues that they felt
have been impacting the organisations ability to engage with Generation Y to
extent they expect they should;
The problem is recruitment here. We are not free to attract the right kind of
talent for a place like this. There is a lot of talent here and lots of
wonderful people here we are hamstrung when it comes to pay scales and
acknowledging previous experience. That is down to bureaucracy (Hugh,
Management),
Haddington road has played hell to that. People are in work more now,
they have less breaks less chance to have the social aspect of your work
environment that you need to keep you motivation (Ailbhe, Administration),
/ GOYo I would be worried they will lose the Generation Y employees. Even
amongst my own colleagues here they are all disgruntled. All of them and
they are all people with degrees, hard working people and they are all fed
up. It’s not the organisations fault, it’s the public sector as a whole (Eve,
Administration).
Interestingly the participants identified both objective and subjective success elements of
their roles that this has negatively impacted. It was the subjective work environment and
strong feeling of peer workers that they identified as being impacted the most.
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In summary this section determined that the participants of the research study
overwhelmingly feel in control of their career direction presenting characteristics of a
protean career. The majority of the participants remain reliant on the organisation to
provide opportunities of development and progression within their career area.

This

mismatch of employee expectations of support for career progression not being met puts
the psychological contract at risk of violation. The expected role of the organisation is as
an enabler for the participant’s career progression. There is evidence that if Generation Y
continues to feel underutilised in their position they will consider leaving the
organisation for another role. The Generation Y are eager for development and have
undertaken courses to build their skill set outside their core career related area to
continue improving their reputation for future opportunities.

There was a sense that the participants desired the organisation to be more invested in
their career wellbeing and providing guidance. This is another un-contractual expectation
of the employee on the organisation which further highlights the relevance of the
psychological contract to Generation Y employees. The role of the line manager as a
liaison between the employee and organisation was identified as being key for the
participants.

Finally the participants indicated that they felt external factors outside the organisation’s
control were negatively impacting on how the organisation could manage and be
involved in the careers of their Generation Y employees. Interestingly the participants
referred mainly to subjective aspects of their roles that these external factors have
negatively impacted on.

4.8.

Conclusion

In this chapter the key viewpoints of the participants with reference in particular to
indicators of career success, short-term and long term views of career progression, the
role of organisations in individual’s careers and in identifying areas where the
psychological contract is of most relevance to Generation Y have been presented and
analysed. In the final chapter the conclusions of the research will be presented, this will
demonstrate how the findings of this research study will contribute and enhance the
current research information and understanding of Generation Y career perceptions.
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Chapter 5 : Conclusions

5.1.

Introduction

The purpose of this study is to gain insights into Generation Y perceptions on the
traditional employee career model.

The study sought to identify what elements of

career success Generation Y value, to detennine if their career outlook is focused on
short-term or long-term career goals and finally to investigate if Generation Y show
characteristics of modem career models

The current understanding of Generation Y is over reliant on research undertaken on
Generation Y as undergraduates prior to gaining work experience (Rampl, 2014; Ng and
Gossett, 2013; Ng et al., 2010; Broadbridge et al., 2007; Terjesen et al., 2007). This
study responds to the call of Ng and Gossett (2013) for further research into the values,
attitudes and expectations of young people as they will emerge as leaders of tomorrow
as well as the opinion of Kultalahti and Viitala (2014) that the psychological contact of
Generation Y warrants in-depth analysis of data, specifically with the inclusion of
interviews as a data research method.

This chapter synthesises the key discussions from this research and presents an
overview model of the research conclusions with regard to Generation Y career
progression expectations. Key recommendations from the study are outlined and areas
for future research are identified. The chapter concludes with a final remark on the
overall significance of the study in answering the research question.

5.2.

Research Conclusion

Based on the research findings, a key insight revealed the career elements that are most
valued by Generation Y employees. The research study adds to the current knowledge
on Generation Y through identifying that “challenge in a role” as the key career success
indicator of importance to Generation Y.

This supports the research findings of

Kultalahti and Viitala (2015) and Hubschmid (2012). To be challenged within their role
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was viewed as an opportunity for the individual to further their skills and gain
experience.

Generation Y are not overwhelmed by the prospect of undertaking

additional responsibility or working outside their comfort area and perceive it as a
positive challenge. It was also identified that challenge was most important to younger
Generation Y participants who were still seeking to establish their personal profile or
reputation within the organisation. To have a challenging role was seen to be given an
opportunity to prove oneself This information is of most benefit to managing younger
Generation Y employees and it highlights the importance that organisations need to
ensure that roles entail a factor of challenge for the employee and that they are given
new challenges within the role.

A sub divide between the younger and older Generation Y was identified in particular in
regard to future career success expectations. This was evident in the desire of older
Generation Y participants to achieve more autonomy and happiness within their current
role rather than a drive for advancement. The younger Generation Y participants were
mindful of maintaining their work/life balance however it was also important for them to
gain advancement opportunities and challenges in the near future to establish a better
role. The consequence of this sub divide for organisations is to recognise that factors
outside the work realm may influence the prioritising of career success elements for
Generation Y.

The study also confirmed how Generation Y place particular importance on subjective
career success elements within a role. Research to date has acknowledged the greater
importance that Generation Y place on subjective career elements Kultalahti and Viitala
(2014) and Crumpacker and Crumpacker (2007). This study provides a deeper sense of
how Generation Y desire:
-

That their work is valued by others and that they are provided with a channel to
receive feedback.

-

To have self-pride in their own work and reputation.

-

To gain experience within their role as it is perceived as career progress.

-

To be happy and enjoy their work.

-

To feel secure within the role.

This insight provides organisations with specific details of how Generation Y perceive
and value aspects of their own work roles, thus allowing an organisation the opportunity
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to focus on enhancing the listed aspects to create a work structure, culture and
environment to best meet the desires of Generation Y employees.

Interestingly the insights regarding objective career success elements found that, in line
with the traditional career model. Generation Y continue to place value on achieving
objective success. This would support King (2003) and Lyons et al.’s (2015) claim that
the move away from the traditional career model has been over exaggerated. This
discovery is significant, as it reinstates the importance of maintaining objective success
components for Generation Y and to dismiss them as not being valued would be at the
detriment of the organisation’s relationship with Generation Y employees. Evidence
from this study however adds to this knowledge by highlighting that the need for
employees to fulfil objective success does not arise as frequently. This outcome
indicates that for Generation Y, achieving objective career success in the short term is
not a priority however, over a prolonged period of time it becomes more important to
gain success in the objective realm.

Organisations need to be aware that this varied time scale encourages pressure points to
build up in the employment relationship and requires continual review to ensure both
short and long-tenn elements are being addressed. It was evident that failure to address
objective success in the long term is likely to have negative impact on Generation Y.
To avoid this Generation Y need to be provided with progression opportunities or
tangible benefits to recognise their good work. Failure to manage this elevates the risk
of psychological contract violation. Overall the study provided a clear picture of
Generation Y career success needs, with subjective elements being most important in
the short term and objective career success in the long term.

The study also identified the importance for Generation Y to continuously succeed in the
short-term, building towards long-term success. The interview responses provided
evidence that Generation Y believe that short-term success continually builds to ultimate
long-term career success. A preference for short-term success has emerged in other
Generation Y studies such as Lyons et al. (2015) and Ng et al. (2010). This study found
that success in the short term is only in the belief that it is building towards a long-term
career outlook. This is significant for organisations seeking to engage Generation Y in
the hope of a longer-term employment. The organisation may be apprehensive about
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investing in up-skilling a Generation Y employee who may appear short-sighted or may
not be beneficial to the organisation in the long term. This study reveals that Generation
Y consider their long-term career horizon and value organisation support building
towards this.

Furthermore an outcome of the research provided an understanding that Generation Y
are patient and are willing to wait for the most suitable career advancement
opportunities.
impatient.

This contradicts Ng et al. (2010) description that Generation Y are

Evidence from the study portrayed a group that consider career options

carefully and weight up the pros and cons of possible different career advancement
pathways. This has implications in the role of the organisation to fulfil a more active
role in caring about Generation Y and the onus to provide supports like career guidance
to assist their career decision-making. Generation Y are willing to be honest and open
with the organisation about their desire for career progress and see the line manager
position as a pivotal role with which they perceive as the key liaison point between the
employee and the organisation. There is an opportunity for organisations to build a
mature connection with Generation Y employees regarding their career success and be
open about what the organisation can realistically do to meet their career progress
desires. Organisations may be fearful by not being able to provide long-tenn
progression opportunities for Generation Y will have a detrimental effect on their
current contribution as employees. However it was evident that the desire for
Generation Y to build their own career reputation in the short term is very strong and
thus will ensure they continue to contribute positively.

Evidence of emerging career models was confirmed and it was identified that
Generation Y display characteristics of leading hoimdaryless (Sullivan and Arthur,
2006) and protean careers (Hall and Moss, 1998). Generation Y are open to the
possibility of undertaking a career across a range of organisations with a focus on the
subjective nature of roles they undertake and also that Generation Y are in control and
manage their own career direction, independent of the organisation. The implications of
this are significant in three ways;

Firstly findings from the study revealed that Generation Y are willing to leave the
organisation for career progression opportunities. Significantly this was inclusive of
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Generation Y that had achieved a secure long-term position within their organisation.
The most significant consideration for Generation Y is to be happy within their role and
continue to be challenged. This is given precedence by Generation Y over loyalty to
remain with the organisation.

This again highlights the increased importance that

Generation Y place on subjective factors within a role but also reiterates the importance
that organisations should place on ensuring they adapt HRM systems and policies to
specifically nurture these subjective elements.

Secondly when considering taking opportunities in other organisations it is more
important that the role they undertake meets their subjective desires, that the role will be
interesting and challenging. This insight provides employers with a formula for
attracting Generation Y talent to their organisation. The most important factors with a
job spec to attract Generation Y should include details on the subjective elements
surrounding the role, specifically the type of work and responsibility involved.
Organisations need to outline for Generation Y how they can provide an enjoyable and
challenging role if they chose to work for their organisation.

Thirdly the presence of the protean career model further confirms the changing role of
the organisation as proposed by Baruch (1999) from command and control to enabler of
the employee’s career progression. Through the study it has been identified that the
majority of Generation Y rely on the organisation to provide career progression
opportunities. It is at this point that the psychological contract is most at risk of
violation. Generation Y have an unwritten expectation of the organisation to be invested
in their career development and wellbeing.

The organisation need to recognise their

role to do more in providing a clear career pathway for Generation Y and empowering
the line manager to play the liaising role that Generation Y want them to play.
Furthermore the study also identified a limitation to the boundaryless career model with
a desire for Generation Y to focus their career progression within their current career
field.

This augments the importance of the organisation ensuring career pathways

within each career field are provided for Generation Y to foresee their long term career
success within the organisation.
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5.3.

Generation Y Career Progression Model

Compiling the conclusions of the study, Figure 5.1 outlines an overview model of
Generation Y viewpoints on career progression. Using this model, an organisation can
consider their HRM policies and procedures to assess if they best suit Generation Y
needs and values in the short and long-term.

Key problem areas of Generation Y

progression are highlighted within the model. The most promising point that
organisations should take on board is that Generation Y respond positively to HRM
strategies that meet their needs (Rousseau, 1995). Ensuring that an organisation is
Generation Y friendly is likely to make an impact on employee’s perceptions and
performance.

Figure 5.1 Understanding Generation Y Career Progression

Inlerrupted hy:

- Limited career progression opportunities

Cycles of Short Term
Career Success

- Objective success ignored

- ►

Lack of sight of long-term
career opportunities

Figure 5.1 captures an overview of Generation Y participant’s viewpoint on careers and
career progression expectations. In the short term a Generation Y career may appear to
be successful as they show characteristics of being satisfied and enjoying their role.
However, it is at the point of the violation in the psychological contract that their career
progression is interrupted. The interruption occurs as a result of the organisation failing
to provide career progression opportunities and or objective success in recognition of
Generation Y work.

This violation alone is enough for Generation Y to leave the
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organisation, however the final factor of sight of long-term career opportunities could
determine if they tolerate the violation and stay with the organisation or if they chose to
leave. The participants also highlighted that if they were considering roles within other
organisations, subjective success factors weighed prominently in the alterative jobs they
would consider.

5.4.

Recommendations

From the research carried out the following recommendations to best facilitate
Generation Y within an organisation have been identified;

-

It is important that a role for a Generation Y employee encompasses a high level
of challenge, responsibility and provides an opportunity for them to gain
experience or to build their skill set. Organisations need to be aware that a sub
divide exists between younger and older Generation Y. Challenge within a role
is of particular importance to younger Generation Y employees as they are
looking to build their reputation and gain experience. It is particularly important
for line manages to gain regular feedback from Generation Y employees on the
type of work they are undertaking and the challenging aspects. Furthermore it is
of more benefit to provide older Generation Y with autonomy and freedom
within their role to facilitate their career progression.

-

In the short-term, subjective success elements are most important to Generation
Y and a number of specific subjective aspects were detailed in section 5.2.
These subjective aspects in particular should lead the organisation in developing
Generation Y strategies to ensure approaches to career structure and
management within the organisation are suitable for Generation Y needs. It is
important to manage objective success desires in the medium to long term.
Generation Y needs to keep sight of their long-term career pathway to be
assured that there are objective benefits to their work. This may be in the form
of progression opportunities in a higher wage bracket, a pay rise or bonus
scheme. In the long-term, recognition of their work in the form of a pay rise is
important to Generation Y.
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Generation Y need to feel that they are secure within a job. It is imperative that
when reaching end of contract or completion of a project, they are reassured and
communicated to if they will be kept on. It is of value to them to know that they
can rely on the security of having a weekly wage. They also gain affirmation by
being kept on in a job as it makes them feel that their work is valued. To support
this, HR need to be proactive and communicate contractual issues to Generation
Y employees in advance of contract end. Regular performance feedback from
line management to HR on their Generation Y employees should be
communicated to highlight good performers who can be proactively encouraged
to stay within the organisation.

Generation Y require the organisation to fulfil their role as an enabler of their
career progression. They expect the organisation to care about their career
wellbeing.

They perceive that their success is of mutual benefit to the

organisation. Implementing this within an organisation requires both support
from line management and HR to instil a sense of whole organisation support.
An aspect of review meetings between line management and Generation Y
should specifically address the employee’s career progression. The line
managers acts in an advisory role and can support requests on a department
basis. Broader support of this recommendation is required from HR, to support
Generation Y in aligning their career aspirations to progression opportunities
within the whole organisation.

HR should also facilitate professional guidance

and workshops for employees.

The psychological contract is of particular significance to the Generation Y employer relationship due to the high importance Generation Y place on
subjective success. This study has identified a high risk of violation at the point
that Generation Y are in control of their career progression but expect the
organisation to provide their career progression opportunities. The organisation
must be proactive in managing Generation Y career expectations through review
meetings which openly discuss the point to which the organisation can facilitate
and support their career progression. This requires a strong line of
communication between HR and line management, to empower line
management in their career discussions with Generation Y.
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5.5.

Future Research

A cross comparison of other case study organisations should be carried out to identify
common research findings in differing context. Initially the recommendation would be
to consider investigating other third level education organisations which are of similar
structure, nature and subject matter to the case organisation used in this study. Further
analysis on organisations outside the education sector and Ireland would also be
beneficial.

This would assist in determining if these findings are unique to this

particular organisation and this country.

Further study on the role the line manager plays in liaising between Generation Y
employees and the organisation should be considered. This position plays a key role in
how Generation Y experience and view an organisation.

Investigating if the line

management position feels they are suitably equipped to play this part or are aware how
highly Generation Y will rely on them.

An interesting revelation during the study was the emergence of a link between
objective and subjective career success elements and a short term and long term time
scale. Further research is required into the inteipretation of the value that Generation Y
place on objective and subjective success at different life stages. A longitudinal study to
track development over a period of time would be of most benefit. Essentially there is a
need to investigate when and why these factors matter most to Generation Y.

Similarly further research is warranted to investigate the significance that an
individual’s personal life outside the work realm influences Generation Y career
progression plans. From the literature review it is evident that the invisible line of
divide between ones work and personal lives is blurring, this would suggest that further
consideration of their relationship is required to gauge the influence of it in future
studies of Generation Y.

Through the research process it is clear that the characteristics and values of Generation
Y have and will continue to evolve as the Generation ages. A longitudinal study would
be of most benefit to analyse the development of Generation Y employees as they
progress through the career stages. This could also provide insights into Generation Y
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career progress over a number of organisations, which would provide an opportunity to
compare data between single case and multi case study organisations.

5.6.

Conclusion

The popular belief regarding Generation Y and their career progression was that the
traditional career model was no longer of relevance to the new age employee.
However, this study has shown that the pivotal elements of traditional career
progression remain in varying prioritisation. The study has pinpointed specific areas
where significance change in the traditional career model is evident, in particular in
relation to the desire of Generation Y to value subjective elements within their role and
also providing clarity surrounding Generation Y short term and long term career goals.
The study has also highlighted aspects of the traditional career model which remain of
importance to Generation Y employees, such as objective recognition on an intennittent
timescale.

Perhaps most significantly this study has highlighted the evolution of the employment
contract and the need for organisations to give further consideration and care to the
employer-employees relationship that Generation Y place high value on to achieve their
career progression.
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Appendix A - Interview Guide
Initial discussions - Establish creditability & gain interviewees confidence

State appreciation of participant and significance of contribution
Assure participant that confidentiality will be maintained
Request permission to audio record
Ask the participant to review and sign the consent form
Outline the structure of the Interview
o

Subject Area
“

Generation Y & Traditional Career (upward progression, concept
of Job for life)

o

Confirm understanding of key tenuinology.

o

Approx 15 Questions - 3 main areas

o

First section - progress of your career to date

o

My focus is on hearing your viewpoint, no need to share personal
information you do not wish to disclose. If you are comfortable with
putting your thoughts into context of your current work please do.

If requested clarify nature of data to be obtained

Data collection - clarity, short and to the point questions. Allow interviewee space to
speak. Guide through topics.

■

Commence asking closed survey questions for participant details
o Age, gender, organisation role, duration of service,

■

Commence open ended interview questions & probe to explore

Bring interview to a close
■

Notice of last 2/3 questions.

■

Thank interviewee for participation

■

Cease recording

■

Allow space for final comments that may be added by participant informally

89

Appendix B - Interview Questions
Open & Hypothetical
Progress of your Career to date
Qi

How has your career progressed since you completed your
primary degree?

02

What elements of this would you consider to be successful or
Probe if required

unsuccessful?
Q3

What kind of success is more important to you, a pay rise or
recognition of a job well done?

04

I will show a list of 5 words and their m.eaning associated with

Research
Objective

types of career success'. Can you identify which one appeals to
you most and why?
05

What aspects of career success are important to you as you
progress into the future?

06

How is the organisation good at recognising your career success?

Long term & short term views on your career
Q7

08

Which is more important to you, success and progress now or in
a few years time?

Research

Hypothetically you have been offered a job opportunity that isn’t

Objective

part of your career path. Is it better to take this opportunity or to

2

wait for progress on your preferred path?

Relationship of your career within this Organisation.
You have been with this organisation for X number of years now
09

Does it matter to you that your career progress continues within
Probe if required

this organisation or another?
QIO

Do you expect your career to stay within this area or are you
open to opportunities of change?

Oil

The direction of your career, do you feel in control of it or are

Research
Objective
3

you waiting for the organisation to provide you with direction?
012

Would you consider yourself active in developing your career in
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areas that are non directly work related?
Q13

Do you feel supported with these?

Q14

For career success in general, do you feel it is up to the
individual or should the organisation be invested in their
employees interests?
What can this organisation do the retain it’s current Generation Y

Q15

employees?

Probing Questions

Clarity

In what way?
Can you give me an example of this?
What do you mean?

Depth

Can you detail you reasons for that further?

Dimension

Do you think that is a commonly held opinion?
Is that the nonn just in this organisation or across all employment?

Significance

What do you think is the most important?
Do you feel very strongly about that?

Comparison

In what way does your opinion differ from the views of other people

Bias

Why do you fell that way?
Adapted from Collis & Hussey, 2009: 146
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Appendix C - Participant Consent Form

Title of Research Project
The Generation Y perspective on the traditional career model
Researcher and Course
Aoife Kelliher, ROOl 17995,
MA Human Resource Management
The following information is provided to help you decide whether you wish to
participate in the study. You should be aware that you are free to decide not to
participate or to withdraw at any time without affecting your relationship with this
department, the instructor or the Institute.
The purpose of this study is to discuss your viewpoint on career progress and the
relationship of individuals’ careers within organisations.
Data will be collected using a brief survey at the beginning to record basic participant
details to assist with the structure of the findings. The interview will consist of
approximately 15 questions. The survey data and your responses will be the only data
collected for the research.
Do not hesitate to ask questions about the study before participating or during the study.
I would be happy to share the findings with you after the research is competed.
Anonymised quotes from the interviews will be used in the research publication. Your
name will not be associated with the research findings in any way, and only the
researcher will know your identity.
Please sign this consent form to confirm that you have read and understand the
infonnation for the study and agree to take part in the study. You are signing it with the
full knowledge of the nature and purpose of the procedures.

Participant signature

Date

Aoife Kelliher (researcher)

Date
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Appendix D - Thematic Analysis Coding
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